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PCI yQ -^^3 ESTASOaRAdJENT OF WOai^ING CROUP 


With the apps’ovai of the President I hf»ve established a gromi to work 
with r :,0 Is, Btuaying the role of the FGI. hi. reiationship to the iateiliger.ce 
coj..uxamty, the organization, ef the intelligence coaiifrunity, relations of the 
CIA to other r^epartmente and agencies, and the organization and activities 
o. CtA,. This gi’oup will devote its time to studying these ps.*obierri» and then 
levievvlng them with me and the people concerned in order that we can arrive 
^it the ,n oper decisions on what, if any, changes shoulci be rr.ade. 

. I askeu the Inspector General of CIA, Kr. U^nnan B. /arkpatrick, Jr., 
to divest himself of his responsibilities as Inspector General for approm- 
mately a 90.day period in oraer to work foll-time on this p.ro.ject. rei^orting 
4.ir©ctly to loe. To assist him, I have been fortunate in obtaimng the 
ssaistanca of General Cortiaadt Schuyler, USA list. . who is well known 
to aE of you, to work with me on this task. Governor RockefeUer has 
graciously given General Schuyler leave for a few days each week from, 
his task, with the Hew York State Government, kir. J. Patrick Coyne. 
4.xecutiv-c Secretary of the President's Foreign InteEigence An visor y Board, 
has been made available to work on this jnatter on a part-thne basis. 

Xhis group wiU wish to discuss matters with, representatives of the ' 
various oeimrtmonts and agencies, .further, if any of you have any sag. 
gestion. which you would like to .make to them, or iems which you would 
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care to call to their attention that wooid serve to the over«ali- 

intelligence effort, I wish y<m would get in touch with h-r. ^lirkpatrick. 
1 would appreciate your giving them your fail cooperation. 
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Memorandum For Mr. McCone 
Subject: Organization of CIA 


7 November 1961 


1. This memorandum is on the subject which we discussed 
October 27 regarding the relative emphasis placed by the clandestine 
services on covert action versus espionage and counterespionage. You 
will recall that I suggested that the overemphasis on covert action, or 
lack of emphasis on cland e sti ne intelligence, whichever it may be, could 
be corrected. by executive action rather than an organizational change 

such as placing the responsibility for covert action in a separate component 
such as we once had. The purpose of this memorandum is to recommend 
to you an organizational realignment by which the appropriate executive 
direction can be established to achieve the proper emphasis on clandestine 
intelligence and on covert action. Because this subject bears directly on 
the entire organization of the Agency, I have presumed to present a plan 
to reorganize the Agency to achieve objectives which I consider vital to 
good management. 

2. The present organization of CIA divides the Agency into three 
Deputies areas with each Deputy reporting directly to the Director. This 
illustration shows the organization indicating the number o f major un its 
under each De puty and the percentage of employees in the Deputies areas 
assigned to each. 
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1. ii:- 




This organization, in my opinion, has the following major deficiencies: 

a. It has reduced the span of the command of the DCI to too 
narrow a base -- actually three units inasmuch as the Inspector General, 
Executive Officer and Coordinator are staff officers. 


b. It has decentralized the organization and delegated authority 
to a dangerous degree with the resultant loss of control by the Director. 


c. It has resulted in the creation of what are practically three 
independent organizations within ClA, which while bound together by a 
common set of rules and regulations, nevertheless follow differing policies 
on such fundamental matters as promotions, overtime, housing and enter- 
tainmenFliirowljicB 17 ''’pabricaHons, etc. 


d. It has resulted in internal staffs in each Deputy's area many 
of which are duplicative and excessive echelons. It has also resulted in 
an excessive number of support personnel throughout the Agency. 


e. It has resulted in the creation of loyalties to individual 
components and Directorates rather than to the Agency. Our present 
Career Service system is administered on the basis of a series of asso- 
ciated career services and not as a CIA service. 


3. The CIA three-deputy system possibly could be made effective. 

As you know, the President's Board of Consultants on two occasions recom- 
mended the creation of an Executive Director or Chief of Staff in the Agency. 
These recommendations were directed at freeing the DCI and DPCT fo r 
greater effort in the field of inter-agency coordination, and also at improving 
management in the Agency. You are familiar with the work of such an office 
which would be comparable to the General Manager in the AEG. Such an 
officer could contribute greatly to the management of CIA either under the 
three-deputy system or the organization I prepose below. 


4. The suggested organization of the Agency would abolish the 
present three-deputy system and in its place establish nine assistant 
directorates each reporting directly to the Director. As arranged on the 
chart below, this organization would in effect have three Assistant Directors 
over the components now assigned to each of the Deputy Directors. 


- 2 - 
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a. The Assistant Director for Personnel Affairs would take 
over the responsibility for the present Personnel, Training, Security 
and Medical Offices. This would raise the level of the management of 
personnel affairs in the Agency and would group in one organization all 
of those offices directly concerned with personnel matters. It would 
allow a single voice to speak for personnel matters, something that is 
not true in the present organization. This Assistant Director should be 
given considerable authority over all personnel actions. 

b. The Assistant Director for Support would be concerned 
primarily with the management of the Logistics and Communications 
Offices. In addition, this Assistant Director would have the General 
Counsel, Legislative Relations and the Historical Staff. While it could 
be argued that the General Counsel should be put on a higher echelon, 
the simple facts are that the General Counsel of this Agency has no 
activities comparable to those of the general counsels of other depart- 
ments and agencies. 

c. Comptroller. This individual would be the Comptroller 

in the true sense of the word and would have the financial responsibilities 
of the Agency under his jurisdiction just as the comptroller of a major 
corporation would have. The office in the Agency which today is called 
Comptroller is misnamed. This is simply a budget and finance office 
I and has none of the traditional authorities associated with a comptroller. 

I Under the new organization, the Comptroller would have the present office 
f known as Comptroller which should be renamed Budget and Finance, the 
IfJ Audit Staff and a new and revitalized Management Staff. 

d. The fourth major component would be the Assistant Director 
for Research who would have under him the Office of Research and Reports, 
the Office of Scientific Intelligence, the Office of Basic Intelligence and the 
National Photographic Intelligence Center. All of these are research organi- 
zations and have considerable in common. 


e. The Assistant Director for National Estimates would have 
under him the Office of National Estimates and the Office of Current 
L Intelligence as presently constituted. These offices should be merged 
/U as presently the Office of Current Intelligence is engaged in making spot 
llli should be under the direct control of the Assistant Director 

!‘)l National Estimates. It is possible that such a merger could effect 
manpower savings. 
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f. Assistant Director for Intelligence Support would encompass 
the present Office of Central Reference, Foreign Documents Division and 
Foreign Broadcast Information Division. This results in the elimination 
of the present Office of Operations which would lose its third division -- 
the Contact Division, which should become the Domestic Division in what 
is presently known as the Clandestine Services. 

g. In place of the present DD/P, three Assistant Directors 
would be created. One each for Espionage, Counterespionage and Covert 
Action. The Assistant Director for Espionage would have his immediate_ 
s taff, the present Foreign Intell igence Staff H 


Assistant Director for Counterespionage would have in his immediate 
staff the present Counter Intelligence Staff. The Assistant Director for 
Covert Action would have the current Covert Action Staff in his immediate 
office. These three Assistant Directors would have under them the present 
area divisions of the DD/P. -The allocation of relative responsibilities to 
the area divisions would be done by these three Assistant Directors working 
together and under the direct guidance of the DCI and the Executive Director. 

b. Above all of the Assistant Directors and in the chain of com- 
mand to the Director would be an Executive Director whose primary responsi- 
bility would be the internal management of the Agency on behalf of the 
Director. 

5. The proposed organization, in my opinion, has several major 
advantages over the present one to commendit. By creating three Assistant 
Directors over the Clandestine Services a better system of checks and 
balances is established to insure the proper emphasis of espionage, counter- 
espionage and covert action. This will also provide a more objective measure- 
ment of covert action by having an Assistant Director for Espionage who will 
not be directly involved in mounting operations in the covert action field and 
who thus would be more likely to issue warnings when he was concerned that 
the intelligence did not indicate the desirability of a proposed action. But 

in addition to this check and balance, I would also propose that an examina- 
tion be made for more realistic appraisal of clandestine intelligence possibly 
under the Assistant Director for National Estimates. 

6. The above has been presented for your consideration. If you wish 
more detail, additional or different p roposals. I will be pleased fr> nrpnar p 
them. 

/^yman £>. JXirKpatrick 
Inspector General 
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,J|k ^ /S. 3 


22 January 1962 


MEMORANDUM FOR THE RECORD 


SUBJECT: Discussion by the Working Group with Mr, McCone, 
Tuesday evening, 16 January 1962 


1. We advised the DCI that these were some of the tentative con- 
clusions which we had reached, but that we had not quite concluded our 
work on the DD/I and thought it important to see some other agencies 
before we definitely made recommendations particularly on the subject 
of estimates and current intelligence. (The following is the approximate 
order in which we presented these conclusions to the DCI. ) 


a. We are seriously concerned about the caliber of personnel 
in key positions in the DD/I and the obvious lack of leadership in key spots. 
General Schuyler emphasized that he was "shocked" at finding how little 
impact the DD/I made on his offices, stressing the fact that this was not / 
in any way a reflection on Mr. Amory personally. He noted that each of 
the offices seemed to be particularly a self-contained entity. 


b. We said we felt quite strongly that the Board of Estimates 
should be strengthened and that it needed a strong economist, a good 
scientist, better military men and perhaps individuals from business. 


c. We said that until we looked at the whole organization we 
would hesitate to move ONE or any other part of the DD/Ite office to the 
DCI. 


d. We urged a better system for controlling the production of 
national estimates particularly as to scheduling and limiting the number. 
We said that we felt the effort of the Board of Estimates had been dissi- 
pated. We noted that the weekly Cold War Crisis Survey was probably a 
good vehicle for doing some of the work that was currently being done 
with memoranda and with SNIE's, 


e. We stated that we were seriously concerned about raw 
intelligence going to the White House. This evoked a rather lengthy 
discussion on where intelligence originated that currently goes to the 
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White House and on how we could effectively channelize this in order 
to give the DCI control. 


f. We urged that the White House briefing officer be in the 
DCl's office and that the DCI should be kept informed of everything going 
to the White House, everything said in briefings, and every question 
raised by the White House on which CIA was asked to reply. 


g. We expressed grave concern as to whether the Watch 
Committee and NIC could do the job that it was expected to do. We 
said we had not yet finished our look at this but thought that some very 
important measures should be taken. 


h. We expressed some reservation about the 

with General Schuyler and myself saying it had beneficial public 
^^Tations aspects but probably not much in the way of substance. Mr. Coyne 
was very negative, feeling that people who were not entitled to receive 
intelligence would obtain it in this fashion. 


i. We said that we thought there should be separated out from 
the DD/I all activities that are not intelligence correlation or evaluation. 


1. We urged that senior Agency officials stay out of the policy 
making field. The DCI asked what we had in mind and I explained that 
we had particularly in mind the Tuesday luncheon meeting attended by 


2 - 
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Amory and Bis sell and noted the tendency for them to volunteer policy 
information. The DCI was apparently unaware of this meeting but made 
the comment that it might be valuable for them to attend provided they 
kept their mouths shut. 

m. We urged the DCI to have a regular weekly meeting with 
the President to keep him informed of Agency activities. 

n. We urged a regular briefing at each NSC meeting noting 

that this had been dropped after Cuba but stressing that it was important 
for the policy makers to hear from the DCI. 

o. In conclusion we said that we were gravely concerned about 
the extent to which the DCI could turn over the running of the Agency to a 
deputy. We felt that this had inherently so many problems that any dele- 
gation of authority would have to proceed most cautiously. The DCI said 
he agreed and that this was one of the matters which he hoped we would 
study most carefully. 

2. The DCI then asked when we planned to get to the DD/S area, and 
I told him it would be last. He said he was very dissatisfied with what he 
had seen of the DD/S area. He particularly was unhappy about Personnel 
to whom he had referred about a dozen people, none of whom were ac- 
ceptable. We discussed the DD/S area briefly and I noted that I thought 
Personnel was poor; that there was a wholesale housecleaning necessary, 
and that we had a great deal of duplicative support. 


LBK/jrc 


Lyman B. Kirkpatrick 


Orig - LBK Notebook 
1 - CVRS Notebook 
1 - JPC Notebook 
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26 February 1962 


MEMORANDUM FOR THE RECORD 

SUBJECT: Meeting with Bureau of the Budget on Agency Reorganization 
Plans, Friday, 23 February 1962, 11 a.m. -- 12:30 p.m. 


25X1 


1. At the DCI's instructions I called Robert Macy to advise him 
that Mr. McCone had mentioned some of the reorganization plans to 
Mr. David Bell and had asked me to brief him on them. Mr. Macy 
advised that he had already left BOB for AID and suggested that I call 
and brief Irving Lewis. The briefing was set up for Friday, the 23rd. 
In addition to Mr. Lewis, who is Acting Chief of the International Divi- 
sion, Mr. Kenneth Hansen, Assistant to the Director of the Budget, 
was present as well as Frank Ecker and Don Swan from the Inter- 
national Division. Mr. Coyne sat in on the briefing and on a few 
occasions made some comments. 


2. In the approximately one and one -half hours that I was there, 
I went from the top of the organization through all of the presently con- 
templated changes which have been discussed with the DCI and com- 
mented briefly on each and the reasons why we believe the changes to 
be in order. In summary these included in the DD/I area the possible 
combination of ONE and OCI into one office; the breaking up of OO to 
use the Contact Division as a nucleus for a Domestic Division in the 
DD/P with the Foreign Documents Division and the Foreign Broadcast 
Division remaining in the DD/I area. In the DD/P I mentioned that 
we proposed the combination of the staffs into a central staff system 
of rather decreased str ength under the present numbers; the creation 


of a paramilitary office; 


the drop- 


ping of the third man in the DD/P front office; and the possible com- 
bination of some of the area divisions. I advised of the establishment 
of a Deputy Director for Research and Development who would take 
over portions of the DPD and TSD units from the DD/P plus other 
R&D activities as yet not firmly decided upon. I noted that the/ 


in the DD/P and that perhaps some TSD elements would remain in 
the DD/P although I likened their operation support work and its 
introduction into the DD/P to aircraft delivery in which company test 
pilots take the vehicles to the users and train the user pilots. In the 
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DD/S area I noted that the Comptroller would become independent 
and report directly to the DCI; the Audit Staff would become part 
of the Inspector General Staff, although maintaining a separate and 
independent function in the audit and management analysis field; that 
the General Counsel would become an independent staff; and that we 
were still studying very carefully the whole interrelationship between 
the support offices and the support elements in the DD/P inasmuch as 
we thought a better organization could result in some considerable man- 
power savings. Finally, I mentioned the Coordination role and the fact 
that we thought the present system, which was in effect an inter-agency 
committee, was not effective and that what we needed was a small group 
of top professionals who could identify the coordination areas, could 
get the heads of the components together and urge them to coordinate, 
would keep the DCI apprised and when needed would get the DCI to take 
the action to achieve the required coordination. 

3. The representatives of BOB were particularly interested in 
where the "evaluation functions" would reside and were advised that 
this would be in the Inspector General --Audit Staff, as part of the 
Comptroller function, in the DD/P's immediate office and in his senior' 
staff system, and that we had not yet gotten to but were thinking about 

a senior planning and policy staff reporting to the Director. There was 
also interest in the Automatic Data Processing Staff and where this 
would fit into the Agency as well as the fact that the Agency should 
move into this field aggressively and straighten out its own house before 
the other agencies created their own systems which might be incom- 
patible with ours. There was also discussion as to whether these changes 
would result in a decrease in the number of personnel and also whether 
there would be a weeding out of some high level personnel who are no 
longer as effective as they should be, and what could be done about 25 
more senior CIA officers being transferred to agencies like State and 
AID. Kenneth Hansen was particularly outspoken on this subject and 
mentioned that he had put forward the name of on at least 

three occasions for ambassadorial posts. I noted that CIA was not 
in a very good position to tell other agencies that we had good men 
who could perform top jobs, and that if BOB felt strongly on this sub- 
ject they should take the initiative. 

4. It was my general impression that the BOB representatives 
looked favorably upon our plans and felt that we were making some 
very definite moves for improvement. 


cc: DCI flyman B. Kirkpatrick 

DD/S 

Comptroller 
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February 14, 1962 


MEMORANDUM FOR: Mr. Kirkpatrick 

STAT 


(a) Copy of our present organization chart in reasonable 
size, and including thereon the names of all Division and Section 
Chiefs, and the employees in the home office and foreign, in each 
Division or Section. 

(b) Copy of the revised chart which we discussed the 
other evening, modified to incorporate subsequent developments. 

(c) Separate record in the form already in existence of 
20 or 25 key executives. 


John A. McCone 
Director 

cc: General Schuyler 
Mr. Coyne 
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MEMORANDUM FOR: DDGI^>^ 

Attached are the OCX’s and your copies of a 
memorandum on allocation of responsibilities 
between the OCI» OOCI and the JSxecutive Oirector. 
I am sure the OCX will want your views on this, 
which you may prefer to give orally rather than 
forwarding the attached. 


LiBKirkpatrick 


26 March lQh2 
(DATE) 


form no. .... REPLACES FORM 10-101 ^ 

1 AUG 54 ' ' WHICH MAY SE USED. (47) 
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Zl March 1962 


MEMORANDUM,! FOR: Director of Central Intelligence 

Deputy Director of Central Intelligence 


SUBJECT 


: Allocation of Reeponsibilitiee in DCI’e 
Office 


i. Attached are three listings in which I have attempted, to 
lay down the division of labor in the DCl's office between the DCI, 
the DDCI and his Executive Director. In preparing these I have 
endeavored to insure that the DDCI would be in a position to back- 
stop the DCI on those matters of national or interdepartmental con- 
cern, and that the Executive Director would be in a position to back- 
stop the DDCI in his role as chief executive and general manager of 
the CIA. Further, I have attempted to insure that there be a clear 
delineation of responsibility so that officers in the Agency will be 
able to approach one of the top officers of the Agency in order to 
obtain a decision. The purpose of this memorandum is to spell 
out the reasoning behind certain of these items which were not 
already established in the DCI’s office. 

4. The Agency Financial Policy Committee will be spelled 
out in the notice under preparation on the responsibilities of the 
Comptroller. As indicatea by the DCI this will beconro a primary 
management tool for governing the Agency's financial activities. 

3. The professional personnel of the Agency constitutes its 
single, most valuable asset. Yet ono of the areas in which the Agency 
has been weakest over the years has been in the field of personnel 
management. As noted later in this memorandum our present per- 
sonnel policy is implemented in many fashions. Today the Agency 
has a Super Grade Board, chaired by the DDCI, a Career Council 
chaired by the Director of £ ersonnol and supposedly a Career 
Development Board, although the latter has never functioned. In 
order to establish a single personnel policy and see that it is imple- 
mented, I believe most strongly there should an /.gency personnel 
board chaired by the DDCI combining all of the functions of the above 
and seeing that the proper jjolicy is created and executed. In our 
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FMuliar with four dir«el4iig »cUviU«« ia hroadly 

4iv«ra« llaldt, «. diractor ©I fatsouMl %iade3r ob« oI th« daputias 
caajMC perform much more thaa proceseiag activitiea. Coaeeqoently, 
j>«r«oaoel maaagemeot need* top level attention. 

f. Senior aaeignmeats throughout the Agency are generally 
approved by the JDBCI or £>CI. 

5. Ihe Agency produces approximately 191 serial pubtlcatione. 
Up to the present the Inapector General hat bean chairing the Agency 
Putdicatitma Board with responaibilitiea to inaure that no mmeceaaary 
publicationa are it sued, that they adhere to correct format, and that 
they are properly coordinated. Thla should he brought up to the DCI*a 
office. 

b. There ia important need for sn oparational review board to 
meet regularly, I would suggeat wetddy, at which a ayatematiaed pre- 
aentstion on current activltiea ia senaitive fielda ahould be made for 
the information of the CBCI. Thia is not done today and the J5CI and 
BJDCI are kept informed only by informal briefings and notations 
from the B0/P. 

7. Other items listed under the Executive Director such as 
review of Agency regulations, middle manageme^ asaigzmients, 
external contracts and travel plans are all in the area of housekeep* 
ing. The periodic review of security problems ia a continuation of 

an activity conducted previously by the DDCI and Che Inepector General 
jointly who met with the heads of the Security office at least semi- 
annually and reviewed all border •4ine security cases. I strongly 
believe this should be eonWnued as we have several rather important 
matters in thia field, 

8. Finally, the daily staff meetings of the Executive Director 
with the Aasiatanta to the DCI and DDCI and the Cailef of the Secre- 
tariat are vital in keeping the proper flow of papera in the DCI<a 
office and properly coordinating its actlvitiee in order not to place 
an undue burden on the Agency. 

9. In addition to all of the above, there are some areas where 
I don‘t believe office chiefs, or even line deputies, will be able to 
solve problems of considerable consequence to CIA — and in many 
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ln»t4uices t© ititeUifaac* cemmunUy. tIteM «ire probiamt which 
a^e g«ii«vaily cf ilg«ncy-^d« oj* •vco foveramant-wida intejrest, ©a 
which atroag mid oiHen diractly O|iiiosit 4 i vi«w« are held, both iater- 
aaU/ etkd exteraaliy, and which have bewa allowed to drift along ua- 
scdyed for years while the differing views became snore and more 
solidly entrenched and develi^ped sapporting constituencies. In all 
of the*® areae I submit that the CLh shmald have taken aggressive 
and firm leadership. Examples arm 

♦ In simplest terms, a requirement is a demand 
tor coUectiOB of information on a speciac subject. The Joint Study 
Croup report highlighted the fact that requirements are uncoordinated 
(even in CIA 40 per cent of them short-circuit the established system), 
and that the many volumes of retirements represent great expendi- 
tures in manixwer for limited returns. If we ran Agency procure- 
ment of supplies and equipment the same way, we would be bankrupt 
in 10 days. Strong leadership from the DC/l>e offlce is needed. 

in the Agency we Imve three dlfforing programs 
for automation in the three areas. There are many n-tore in other 
agencies, some incompatible with CIA’s. Th« Automatic Bata 
T^ocessing Staff is a catalyst, but has to negotiate, rather than 
direct. Birection le needed from the BCI’s office. 

^Pgyeopnel? There are basically three different sets of per- 
sonnel policies m the Agency, e. g. , OCI pays overtinje to profes- 
sionals to grade Cd-15i DJD/P pays no overtime to professionals 
and expects them to work even longer hours that those In OCIj BB/I 
and OB/3 assign good officers to all-Agency activities such as the 
Office of Trailing and the IG S^aff, while the BB/P tries to send 
weak ones or cast-offst there are variations in nearly every phase 
of personnel management. The Director of PereomMl is merely a 
support officer. Pereoamel management needs the strongest guidance 
frotti the BCI’s office. 

yraining; CIA’s success or failure will depend on the profes- 
sionalism of its people. The Doolittle Study Croup in 1955 recommended 
CIA have 10 per cent of its people at aU times taking training courses. 
CIA Issued a regulation saying fiiat 5 per cent would be In training 
courses. The result was a large cadre of profossionai trainees -- 
people the units didn’t want. The beat training effort we have Is 
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Training) which ha» been pnWlicly 
^ed to be one of the beet in the United ^ee and claesed with 
JProctor k GamWe'e (one of the beet in industry). Thie succeede 
becauae it is required. The DCI'a offlee must see that it is re 
qaired lap through the ranks. 

is ja this business. CIA 

*■ [ w. ov.rb„rd.n our liolu 

cont^ “^f****'if vi.ttor.. There eWd be ceutralieed 
control la the DCI's oiaee. 

sttfalects ^ eppreciate any guidance you can give me on these 


JLyman B. Kirkpatrick 


Attachments 


LBK/jrc 


Orig & 1 - Addressee (w/att,) 
1 - DDCI (w/att.) 

1 - chrono 
1 - subject 
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jA. O|y»ctoy of Cufcral 

I, ptimiipml intelligexte* olficer. 

4, lor cooriUtjatioa and oUftctive guiciUisice of the 

ioteUigeaco community. 

i. liooporialblo for policy guidance I© the Ccfi^ral ZnieUigence 
Agency. 

4. Advisor to NSC. 

5. Chaimisn of flSIB. 

6. Meml«r of Special Group. 

Wember of Counter laeargeacy Group. 

e . Member of NSC Standing Croup. 

Represents Agewcy with Chairmen of Cmegressional Committees. 
iO. Reeeivss daily iatelligenes briefing. 
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M- Dgymty Dtyeter of 

1. Acta as DCl iathe latter *s abseaea. 

Eespeasible for general management ol tbe Central IxAelii^mca 
Agency. 

3. Coordinate# and directs the production of intelligence. 

♦. Chairs the Watch Committee. 

Insures inisroagency coordination* 

6* ClA. member ol 03IB. 

7. Assists DCI in preparation of intelligeace briefings. 

d. Supports PCI in preparation of national estimatea and in 
production of national current intelligence. 

9. £x officio member of Agency Financial Policy Committee. 

10. Chairman* Agency Personnel Board. 

11. EevSeera and approves subject to PCI comiurrence Agency 
Senior Assignments. 

12. Reviews Inspector General-Audit reporta. 

13. Chairman* Agency Publications Board. 

i i. Arranges periodic staff meetings of senior officers. 

15. Attends DCI*s daily imelligence briefing. 

16. Chairman, Operational Review Board. 


^lit this capacity persoially approves all Agency activities or projects 
which xnust be approved by or coordinated with other departments* 
those activities which affect 0.S, relations with other countries* and 
any activities which might rsqairs advice to Committees of the Conaress 
or the White House. 
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C. EjwBculive Dlrgctor 

^ 1. Acts for DDCl in latter 'a abewiee. 
i-. Qiiizio member Agency Ficanclal Policy Committee. 

3. officio member Agency Personnel Board. 

t. Ex officio member Aj|ency PoMlcations Board. 

5. Eevlewe and approve* for DDCI Agency regulations. 

4. Reviews and approves for DBCI Agency middle management 
atsignments. 

7. Reviews and approves for DEOI external contracts. 

6. Approves for DDCl Agency travel jpians. 

5. Conducts periodic review of security problems on behalf of 
DDCIandDCI. 

iO. Reviews Congressional matters with X-egislatlve Counsel. 

xi. Conducts daily staff meetings with Chief of Secretariat 'and 
Assistants to the DC! and DlKl. 

12, serves as focal point for liaison with President's Foreign 
Intelligence Advisory Board. 

Vs. Ex officio member. Operational Review Board. 


^Except as member of DSIB. which DD/I wiU assume. 

• 'I ■ 
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OEEMTIOK OF THE OFFICE OF THE PCI : 

(1) The control point within the DCI ' s immediate office is the Executive 
Officer, o/DCI. The Executive Officer performs the duties devolving 
upon a staff executive. He is responsible for coordinating all staff 
actions and assuring that all correspondence, memoranda and documents 
originating in the various components of the Agency and requiring DCI 
action are properly staffed, coordinated and concurred in by the 
appropriate responsible officials. He attends the Director's 
regular morning staff meetings with the Deputy Directors, and per- 
forms such other functions and duties as the Director may direct. 

He directs the activities of the Executive Secretariat, the Cable 
Secretariat, the Historical Staff, and the O/DCI Security Staff. 

(2) Within the Executive Secretariat supervised by the Executive Officer 
are three assistants to the Director, one of whom is primarily assigned 
to supporting and assisting the d/dCI> an Administrative Officer who 

is responsible for administrative support to the O/DCI, encompassing 
personnel, budget and finance, and logistical matters; and the 
Executive Registry. The Executive Registry receives, controls, 
distributes, maintains files, and makes appropriate disposition as 
directed of all correspondence and intelligence, operational and/or 
administrative documents flowing through the o/dCI. 

(3) The Cable Secretariat, operating under the direction of the Executive 
Officer, is charged with coordinating policies governing the prepar- 
ation, release, and distribution of CIA cables and is charged with 
the review, processing (exclusive of the encrypting, decrypting, 

and transmitting processes), distribution, and delivery within CIA 
headquarters of all classified incoming and outgoing CIA cables; 
ensuring that the originating office has secured the personal approval 
of the Director on all outgoing cables involving questions of 
national policy; and ensuring that all intelligence items contained 
in cables are transmitted to the Office of the Deputy Director 
(intelligence). The Cable Secretary is also charged with the 
responsibility for the control and dissemination within the Agency 
of non-CIA produced cables and telegrams. 

( 4 ) The Historical Staff, luider the immediate supervision of an 
Assistant to the Director, serves as a focal point for the DCI 
and the Agency in all contacts with representatives of the press 
and public relations matters in general. It provides the Director 
with items of general and intelligence information from the daily 
press and other media, prepares a daily clipping book containing 
press items of particular interest for the Director, provides 
reviews of current literature pertaining to the field of intelligence 
and related-activities, and is engaged in writing the history of 

the CIA from its Inception. 
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OllriEESTai 


(5) The Security Staff affords physical protection to the DCI to 
classified documents he is carrying to and from, various meetings 
in Government buildings or elsewhere, between his office and 
residence, and at his residence. The staff maintains up-to-date 
records on all known cranks and mentally disturbed persons who 
write to or seek personal appointments with the DCI at the office 
or residence and personally interviews such persons as the occasion 
requires. It provides technical support and transcription services 
in all instances wherein the DCI, D/dCI or IG desire to record 
conversations or conferences. The staff maintains liaison with 
the local police forces in the Metropolitan area and with the 
National Park Police, and supplies such other support in making 
or assisting in travel arrangements, hotel reservations and 
services of a general "aide" nature as the DCI or Executive Officer 
may direct. 



ty 
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STAFFING COMFLEMEKT - OFFICE OF THE DIRECTOR 

25X1 

Immediate Offices of DCI and d/DCI 

Executiye Registry 

Cable Secretariat 

Historical Staff 

Security Staff 
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INSPECTOR 

GENER/UL 


DIRECTOR OF 
CENTRAL INTELLIGENCE 


DEPUTY DIRECTOR OF 
CENTRAL INTELLIGENCE 


UNITED STATES 

■ INTELLIGENCE BOARD j 
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DCI's Office 


a. There should be created a Committee to be chaired by 

DD C| 

the Ipeputy Director: Management consisting of the four Deputies 
and the Comptroller to review periodically and report to the DCI 
on major projects and operations of the Agency. 

b. There should be created a Financial Management Committee 
under the chairmanship of the Deputy Director: Management and 
consisting of the Comptroller, the four Deputies or their assistants. 
This committee should review and make recommendations on the 
allocation of Agency reserves, and Agency budgetary and accounting 
procedures. 

c. The Automatic Data Processing Staff might function in 
three locations: under the DD/R & D, under the DD/S as at present, 
or under the DCI's immediate office. We have not been able to 
reach full agreement as to which of these locations would be 


preferable. 
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Offices Reporting to the DCI 


a. The Comptroller's office should be brought out from under the 
report directly to the DCI's office, and receive full authority to 

control the flow of all funds in the Agency. Assign to the Comptroller 
responsibility for total fiscal control of the Agency. New leadership 
is needed in the present office in order to exercise the Comptroller 
functions as you envisage them. 

b. Assign to an appropriate element of the Office of the DCI 
all functions involving policy support of the DCI in the SIGINT 
{COMINT, ELINT, RADINT, etc. ) field. 

c. Combine the Audit Staff with the staff of the Inspector 
General and direct the merged staff to report to the DCI's office. 

d. General Counsel should also report directly to the DCI's 
office. The Legislative Counsel should be a part of the General 
Counsel and report directly to the General Counsel. 
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February 14, 1962 


MEMORANDUM FOR: Mr, Kirkpatrick 


On February 15, at a DD/P Staff Meeting, Mr^^ BisseHJs 
going to announce his resignation. 

and immediately thereafter I will announce the 

appointment of Mr. Helms as DD/P. 


Concurrently, the scope of DD/P is to be modified in 
accordance with our recent discussions by the elimination from 
the cognizance of DD/P certain areas requiring scientific skills, 
as particularly NRO and Special Projects. 


However, there should be prepared memoranda covering 
(a) the appointment of Mr . Helms as DD/P; (b) establishment of 
DD/R (Research) and the assignment to it of NRO and Special Projects: 
jc) the appointment of Dr. Scoville as Acting D D/R;| ^ 


With respect to the location of TSD, study should be made as 
to whether this could be appropriately placed under DD/R, with suitable 
administrative arrangements with the Division Chiefs so that their needs 
will be fully met from the standpoint of both research and development 
and application. This is a classical argument we meet both in govern- 
ment and in industry and is answered in various ways . It has been my 
personal experience that an operation such as TSD can function under 
a research director and properly serve all operating divisions. Never- 
theless this question must be fully explored. 
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there is no urgency in this matter. 


With respect to the a.ctual transfer of responsibilities from 
Bissell to Helms, this will take place as of close of business on 
Friday, February 16 . 


John A. McCone 
Director 

cc: General Schuyler 
Mr. Coyne 
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16 F ebnuory 1962 


MKMORAICC-trM FOR; Deputy Director (Plane) 

D^ppoty Director (lateUifence) 
Dejmly Director (S«^Eq|»ort) 
Inspector General 


lU To efitect the orderly traaefer of activitiee of the 
Beveloiaiient Projects Divielon (Depaty Director/Plane)* 

Mr. Richard M* Biseell is appoiided Acting Chief of that 
Division for the period 17 February 1962 through 26 February 
1962. During this period Mr. Sissell udll continue to exercise 
the delegation of authority over fuode granted to DD/P for the 
DPD projects. 


(A/ 


2. During this temporary assignment, Mr. Biseell 
will draft for my consideration a proposed order which will 
assign to Deputy Director (Plans): 


'A 


a. Those elements of the Development Projects 
Division to remain with the Deimty Director (Plans), 
and 


b. Tboee elements of Development Projects Division 
which will be transferred to the I>eputy Director (Research 
and Development). 


OiaUiU.' 


John A. McCone 
Director 


cc: Dr. Scoville 


^ 4 : 


e.: 

V 
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Summary of Comments on the DD/I Area 

Our views as previously expressed to the DCI at the meeting at 
his house (see attached siunmary) are still basically the same. In 
addition we would make the following comments and recommendations. 

a. Merger ONE and OCI into one office to handle national 
estimates and current intelligence. 

b. Strengthen the Board of National Estimates by the 
addition of personnel with requisite backgrounds in the economic, 
scientific and foreign service fields. 

c. Establish procedures through USIB to better regulate 
the screening of requests for national and special estimates. 

d. Designate DD/I as the focal point for clearance of 
all Agency originated intelligence that is sent to the White House. 

e. Reject the proposal that OSI be transferred to the 

DDR&D. 

f. Dissolve the Office of Operations. Transfer the 
Contact Division to the DD/P. Assign FDD to OCR. And for the 
present assign FBID as an independent unit reporting to the DD/I. 

g. Restrict DD/I's Comint and Flint functions to that of 
consumer, transferring the policy support functions to the Office of 
the DCI and the security functions to the Security office. 

r.', '■ 
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9 January 1962 


MEMORANDUM FOR: Mr. Lyman B. Kirkpatrick 

SUBJECT: The Relationship of O/NE to the DCI 


1. On the question of transferring O/NE from the DDI to 
Mr. McCone's office: as you know, the NIE's are "submitted 
by the Director of Central Intelligence" as part of his statutory 
function to produce national intelligence. They represent a 
community-wide effort in every stage of their production. O/NE 
is the Director's agent in preparing and coordinating these papers 
for the Director's approval, with the concurrence (or dissent) of 
other naembers of USIB. Thus National Intelligence Estimates 
have always been prepared for the Director in his capacity as 
coordinator of the entire community's intelligence efforts, rather 
than in his capacity as head of CIA. This distinction has made 
little practical difference in the past, but if Mr. McCone should 
organize things so that he personally is concentrating primarily 
on his function as coordinator, there is no logical function for 
O/NE unless it is attached directly to him. 

2. In the last analysis, of course, the question should be 
resolved on the basis of Mr. McCone's own conception of how 
he wishes to use the Board and staff of O/NE. It is worth 
noting that, while the production of NIEs and SNIEs is the prin- 
cipal business of O/NE, the Director has in the past requested 
O/NE to deliver considered judgments to him on a host of im- 
portant substantive problems. This has largely been done through 
the vehicle of the Board's Memoranda to the Director (105 were 
forwarded during 1961). If Mr. McCone feels that O/NE should 
continue to be the Director's senior substantive staff, we would, 
of course, welcome any arrangement that would result in a 
closer organizational relationship to the office of the Director. 
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3. As a practical matter, you realize that O/NE has operated H 

with a comparatively small staff and has relied extensively for ■ 

support on other elements of the intelligence community, both inside H 

and outside CIA. Of these, the most important are OCI and ORR. I 

We would like to be sure that these relationships continue in future H 

and urge that O/NE, wherever it may be placed on the organization I 

chart, should be kept in close physical proximity to the rest of CIA, I 

with whose components we should continue to work closely in pre- H 

paring material for Mr. McCone, H 

STAT 


ABBOT SMITH 
Acting Chairman, 

Board of National Estimates 
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29 January 1962 


MEMORANDUM TO MR. KIRKPATRICK'S COMMITTEE 

SUBJECT: ONE and the Preparation of Military Estimates 

1 . For ten years or more ONE has drafted the text and 
presided at the coordination of National Intelligence Estimates 
respecting the military strengths and capabilities of the Slno- 
Sovlet Bloc. The drafts are prepared on the basis of written 
contributions from the Army, Navy, and Air Force, from certain 
committees of USIB (GMAIC, JAEIC, and SIC), and from the 
economists in ORR. A great deal of assistance also comes from 
OSI and OCI. During recent years the work of ORR has become 
increasingly important, especially in connection with Soviet 
aircraft production and Soviet ballistic missiles. In addition, 
the substantive contribution of ONE itself has been considerable, 
particularly in connection with Soviet strategy and Soviet 
military programs . 

2 . With the establishment of the Defense Intelligence Agency 
a question arises as to how far this system should continue. We 
vmderstand that written contributions from the military will 
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henceforth come from DIA. Should not the coordination of 
military estimates now he left to DIA? There is no question, 
of course, that the vast hulk of military analysis and estimating 
will remain in the hands of the militaryj detailed Order of 
Battle, analysis of weapons and weapons systems, campaign and 
logistical studies, and the like are almost purely military 
problems. We helieve, however, that for the small hut extremely 
important portion of military intelligence which appears in 
National Intelligence Estimates the process ought to stay pretty 

^ Hv t'hj HiL' c0 0 /)f£. 

much as it is now^T~^Le~reasons ~f or thiihellef are set forth helow. 
The Board of National Estimates 

3. That the Army, Navy, and Air Force tend to approach the 

most important estimates with conflicting views and interests 

hardly requires demonstration. This conflict is frequently 

denounced as had and wastefiil, hut it is hy no means always so. 

In such a matter as the number and deployment of Soviet ICBM's, 

for Instance, it is worth while to have two or three more or less 

Independent analyses in progress. It is even valuable to have two 

or three groups appraoch the problem each with a lively desire to 

prove some preconceived hypothesis. We do not say that the services 

always approach estimates in this fashion, nor do we mean to charge 

any lack of good faith. We do know, from experience, that the 

estimates have profited from a vigorous conflict of views, hacked 
up hy adequate research and analysis. 
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4. The Board of National Estimates has long sat as a kind 
of umpire and overseer of these disputes. After listening to 
the evidence and argument, it has recommended to the Director of 
Central Intelligence what it thought his position sho\ild be. It 
possesses three main qualifications for this job: (l) a consider- 
able degree of experience and expertise among its members; (2) the 
services of a highly competent staff in ONE and elsewhere in CIA; 
and (3) no vested interest in any particixlar answer to the problems 
presented. The latter in particular would be difficult to achieve 
in any mllltaiy organization dealing with the problems arising in 

A 

military estimates. 

Political and Economic Aspects of Military Estimates 

5. Estimates of Bloc military strengths and capabilities, 

and of Bloc military and strategic policies, do not rest exclusively 
upon military evidence. They are based also upon a great deal of 
economic analysis of production capabilities in the Bloc, of 
budgets, of the cost of alternative weapons programs, and in 
general of the allocation of resources within the Bloc economies. 

They rest also on political and ideological analysis; Soviet military 
programs ^.nd military strategy are inextricably linked with Soviet 
politics and Commimist doctrine. No military estimate of importance 
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is made without a blending of these various aspects, and the 
basic work on these is done almost entirely in the State Depart- 
ment and in CIA itself. 

Personnel 

6. ONE, ORR and the other offices of CIA have over the 
years built up what we consider to be an extremely competent body 
of personnel to deal with military estimates at the national 
level. Ihrough training and long service these people have 
developed great experience and skill, not only in analysis of the 
problems Involved, but in writing, negotiating, and coordinating 
the final product. Insofar as the DIA, or any other agency, is 
staffed by officers on comparatively short-time asslgnements it 
will be at a considerable disadvantage in producing national 
estimates. 

Military Estimates as National Intelligence 

7. Finally, the military estimates with which we are con- 
cerned are designated national Intelligence, and as such are 
submitted by the Director of Central Intelligence. For various 
reasons, including those stated in paragraph 5 above, they 
probably ought to remain in this category, and not become "depart- 
mental Intelligence" pertaining only to the concerns of the 

- 4 - 
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Department of Defense. As long as they remain national intelli- 
gence, it woiild appear essential that the Director, in submitting 
them, should have under his direct control a competent staff to 
advise him as to what his position shoiHd he, and indeed to 
prepare and coordinate the estimate for his submission. As 
already pointed out, OWE has long performed this funption, with 
the assistance of other elements of CIA, and we think it should 
continue to do so. | | 


SHERMAW KEOT 
Assistant Director 
National Estimates 
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8 February 1962 

MEMORANDUM FOR MR. KIRKPATRICK 

SUBJECT: Responding to your Query on Merging OCI and ONE 


1. At your suggestion, the re is set forth b elow some ideas 

on merging OCI and ONE. Since and I have only a 

vague understanding of your requirements and have had but a few 
hours to discuss our ideas, the following proposals should be re- 
garded as preliminary. We have assumed in our discussion that 
the new office would remain under the DDI and that a primary ob- 
ject in such a reorganization would be to economize on personnel. 

2. I have taken seriously your admonishment about "not 
fighting the problem" and will not discuss the merits of such a 
merger in this memorandum. I wish, however, to reserve 

radio and TV time to state my views on this aspect of the question 
before anything definite is decided. In any case, since Sherman 
is away until 12 February, I certainly would not want to imply by 
anything that follows that such a merger has even the tacit approval 
of the AD/NE. Also since I have not had an opport\mity to discuss 
the question with Ting Sheldon, the same reservations presumably 
apply to OCI. 


3. ONE, as you know, is comprised of a Board and a staff. 

I assume that you had in mind primarily a merger of 

the ONE staff with OCI, and our concept of a combined operation 
is based on this assiunption. However, before we get into the 
question of how we would deal with the ONE staff, let us first 
consider the Board. Five theoretical possibilities are open in 
connection with the Board: (a) it could be abolished; (b) it could 
report to the DCI in his role as the coordinator of the intelligence 


commvinity; (c) it could report to the DDCI in his role as operating 


head of the agency; (d) it could report to the DDI; or (e) it could 


serve the AD of the combined office. On the assumption that the 


BNE is not to be abolished, there appear to be no outstanding 


STAT 


STAT 
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advantages to having the BNE report to either the DDCI or the 
DDI; rather it should be attached to either the DCI in his role 
as coordinator or to the AD of the new office in order to have 
close contact with the estimates process. 

4. There are three theoretical ways in which the ONE staff 
cotild be merged with OCI; 

A. Under the AD of the new office there would be 
a DAD for Current Intelligence primarily responsible for the 
current intelligence staff pretty much as it is now organized; 
there would be a DAD for Estimates in charge of an estimates 
staff (more or less along the present lines) and would administer 
the production of NIEs. This arrangement would result in the 
least disturba.nce of the present organizational structures of ONE 
and OCI. / 


STATl 


B. The combined office could be organized pretty 
much along the present lines of OCI except that each area division 
would consist of a branch concentrating on estimates and one on 
current intelligence. Because of the heavy additional burden the 
estimative load would place on the AD and DAD of this office, it 
might be useful to have a special assistant to the AD or DAD who 
would monitor the estimates activity. This arrangement would 
still preserve some aspects of the present separation of estimates 

and current intelligence, but would result in a closer rel ationship 

bp.twee.n the area analysts in both fields. 


C. The present, organization of OCI could be maintained 
with the ONE staff members melded into the OCI organization; 
there would be no formal distin ction between current intelligenc e 
and estimative responsibilities. / 


I It might be necessary in this case, as in 
the one above to have a Special Assistant for Estimates. (See 
Chart No. 3) 


STATl 


STATl 
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4. Each of the three organizational arrangements suggested 
above have advantages and disadvantages -- most of them obvious 
to you. If there is anything to the theory that NIEs can best be 
written in a somewhat different setting and by people having 
talents not necessarily transferrable to current intelligence pro- 
duction (and vice versa), the first arrangement would seem the 
most desirable. 
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No. 3 



(no functional breakdown) 
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9 March 1962 


MEMORANDUM FOR MR. KIRKPATRICK 

SUBJECT: Exchange of Personnel Between O/CI and. O/NE 


1. In connection with our discussion of the other day 
and your remark about the percent of O/NE bodies recruited 
from O/CI and now on board, I thought you might be interested 
in a brief summary of the exchange of personnel that has 
taken place between the two offices during the past several 
years. 

2. Of our present staff of came to us from 

O/CI. One of these has been in O/NE since 1956, 2 since 1957, 

1 since 1958, 2 since 1959, and the rest have joined us during 
the past 18 months. 

3. The flow of per sonn el between O/CI and O/NE has 

not been one-way. Thus , staff members (Cline, 25X1 AT 

a rather impressive arra.y o± talent) 
transferred from O/NE to O/CI. In addition, 2 O/NE research 
assistants went to O/CI in professional capacities. 

4. I should also hope that O/NE has provided key per- 

sonnel to other parts of the Agency and the government in general. 25X1 
To cite a few of th e more outstanding examples: Borel left us 
for O/CR, for USIB, for State, for the 25X1 

White House, Bundy for the Defense Department and ^ 25X1 

for the staff of the Senate Foreign Relations Committee. 


SHERMAN KENT 
Assistant Director 
National Estimates 




Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 











Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 

■ ,1 .1 / - ■ 

I i{ i^L C V ^ ’ r\ 


27 January 1962 



MEMORANDUM FOR: Director of Central Intelligence 

SUBJECT : Special Organization for Scientific and Technical 

Intelligence 

25X1 

Your message through | reached us in Albany 

yesterday and we debarked to General Schuyler's residencje and spent 
from 10 to 12 p.m. studying the subjects which were mentioned. The 
following is a statement which was drafted at that time. 

1. We favor establishment of a Special Assistant at a 
high level in the Agency (but not necessarily at the Deputy level) to 
direct, control and monitor the major Research and Development 
aspects of Scientific and Technical efforts of the Agency in the 
intelligence field. When such Research and Development efforts 
result in workable systems for collection, we would favor their 
being turned over to operational elements for control and use. 


2. Under such an official we would place such matters as: 



b. The Agency's Elint and related activities. 



d. Research and Development support of activities in 
various other sophisticated intelligence equipment areas 
(e.g. , NPIC). 


3. We believe that a maximum effort should be made to 
bring to bear on our intelligence problems the scientific and technical 
talents which exist outside of the government. Accordingly we 
endorse the concept of establishing an outside organization to 
accomplish this purpose. However, before proceeding we should: 

a. Clarify the specific areas requiring exploration. 

b. Report further on the several Agency-sponsored 
organizations and projects of this type already in existence. 


25X1 


25X1 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 






Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 






c. Avoid Agency involvement where the same objective 
could better be achieved by military or other agencies. We 
feel that considerable additional study is required before 
any action is taken leading to the establishment of such an 
outside organization. 

We have deliberately not placed anything on the record 
concerning personalities, but inasmuch as we were asked to also 
consider this, I will be glad to discuss it with you orally at your 
convenience. 


{Kyman B. Kirkpatrick 
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19 March 1962 


MEMOH/ajDUM rCR: Director of Ceatral 
SIIBJ:K?E : ISie Frqper Locatioa of OSI 

: Itoaoraiidm froet DDE to Wl, txodated; suh4<^f 
'’Actirltlea of DDR‘* 

1. jRs I hwa adrlwid you oralljs I sm. attKmgXj of the 
opl&lou that it xould be \indesirable and agelnet the best 
interests of the Agaaey to eu 3 v« 061 frt5*a the DDI area to the 
DIft. This Bwmoranihffii sets forth principal reasons idiy I 
have reached this ccracluaion. 

2, First, as to the purpose of establlshisog the DEK, 
it is my understending from you thct the priiujipal goal was 
to split the Agency* a coUectlon effort Into two ams, the 
classical and the scientific or technical, eaeperience having 
shown that the two tesJcs were essentially too big for one 
individual to administer* I believe this should still be the 
prlaei'y objective and conElder that the directi'on of aH 
advanced methods of intelligence data collection is a sufficiently 
desaanding task to occupy fully the DDR end hia staff. The fact 
that tsore than onc-thii^ of the Agency's budgeted ressources are 
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•Uxjcated to this vortc would tend to supiport this viev, 

3 , 331© second point I would loake algtit te called the 
essentlel integrity of intelligence prodnctlcai. Ever since it 
was est&ikllBbed CXfi drs focused in one place. Initially in the 
Office of Beseareh end Eethaetes e* 3 d since 1952 tlie Deputy 
Directorate for intelligence, respoaeihUlty for the research 
analysis and production of intalligence conclusicaas for which 
the Agency is arespcaaslhle. It would seen to he clear hayond 
essmmt that the assesessMmt of a country's ^pabllltles end 
poBsihle courses of action awst lAdude ecientlflc and technical 
factors along with jsilltary, econcsalc, and political ones, 
Moreover, this integration utust take place at all levels of 
analysis and production and for all flnlslwsi products whether 
Sational Intelligence Surveys, curraat Intelllg^ee pxdslicetions 
or national ]htelli 4 i^ee Estimates. S^paraticai of responsihllity 
alcmg Idle extremely ohsenre line that separates Eesearch end 
Davelcsgwaat data frow production end deploysent date wuld see® 
to have no positive advantages and laeny obvious disadvantages 
tiKduding the necessity of brlngiBg relatively trivial disputes 
as to aethMs and analytical conclusions to the Director's office 
for resolution. Fusion of dlsclpllnea mther than their separate 
coapartaentstlon is a necessary pre-condition to balanced rounded 


- 2 - 



Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


Sanitize d Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


intelligeiKM!, it msy "be voxth aumtiasBiag la that most 

uaiversitlee maiatala a single iaeuXty of "‘Arte and Sciences** 
one 1?e&ic managerial unit, 

if. The third issue to be ccaasldered i* the maxlaym utiliaatioo 
of the scienttflc talaat amllable 1» the Agency, I agree that 
scientista should he offered the oEportmity of a mried career 
including caalgoaenta hoth in Intelligence research and in 

and derelc^paental ®bd8 can he accoogpUahed 

by aettiag up a career designation of ’’scientist’* to cover 
laxose uorhlng both in EMR and 051, and I would not db^cct to 
such a career service hoard being chaired by the OOft. What oust 
be kept flnaly to mind is that uhea voxMcg to OSI cai producing 
totelligesce appraising other nations* sclecntlfic capabilities, 
the scientists are first and foreeu>st intelligence officers 
utlltotog their scientific bac4®Enund to assist the® to a 
process of reasmmg that is no different fraa that msfi&sd. to 
by the political scientista or eeoooralsts. To insist that the 
intelligence producing aeientlsts or scientific Intelligence 
(^fleers be lumped to with the rescairch and developoent pe<^ie 
itokes 1 K> muce sense to me than placing toe eecsBomlsts of CKR 
mider the Coaptroller for the reascj® that both are conceined 
with statistics. 


SisCf.viCT, 
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5* Thou^ the person selected to direct OBI has carefuUir 
end astutely avoided teeing sides on this issue, I ea convinced 
he will he in a better position to represent the Agency on 
(luestlons of scientific intelligexice on foreign countries* 
capsdJilltles If he is not tasder the shadov of a senior Agency 
official engaged in developing and psnwottng particular collecticm 
oystrais. 

6. TOiough this issue is hot one to he settled hy counting 
noses, it is "wirthy of note that the Kirkpatrich-Schuyler-Coyne 
Ccamittee has studied the niatter intfatsively and has concluded that 
061 should roaain -where it is. Moreover, uy associates vho share 

25 

a portion of lay responslhility for the integieition of finished 
ints^lgence such as IJr. Sant for Batlonal ISstiaates, Mr. Sheldon 
for Current Intellig<aace, and | | for Bational 

Intelllgenee Surveys agree -that it wtjold he undesirahle to 
break the presently existing and long established close 
association between their offices and OSI. 

7. In sum, thouigh whatever decision you arrive at will be 
made to work, it is ny belief that logical analysis of yh&t our 
enterprise Is all about and explication of the principle of 
focusing responsibility for cognate and closely intein*elated 
opezatlOTus clearly lead to the cxmclusion that the best interests 
of the Agency wo-uld be served by leaving 051 yhere it Is. 

Of,. ROBERT AMORY, JR. 

Deputy Director (intelligence) 
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1 0 JAN It 


i-vlFMOF ARDlfM FOF: Director of CcuMtiral lateliigooe* 


THKOtJOHs 

SUBJECT: 


Deputy Oirectoir/Iii^eiligMtce 

Misetle and S^p*ce bitetligence Management 


U V^hea we diecnesed OSI ectivittee wttk you in late 
OcUAmv, aeked tluit a etiuty be made to determfaae if an 
organiaattonal atructare comparable to the JAEIC, set- 

up could bring about re4|ttired Improvemeata in tbe mUtUe and 
apace imelligence field. Ae a reaalt ol our examination of tbia 
problem, we recommend that: 

a. A MieaUe and Space Technical InteUigcnce Center 
(MIS TIC) be eetahliahed. with its Director in Idle Defence 
lidcUigence Agency, to manago the technicaJt collection 
and analyaea. oxcopt aa limitod hy NSCXD-6 and NSCID-S. 
of data on foreign miaaile and ^c« teata. (COMIRT and 
EDINT fanctlona aaaigsed to NSA under NSClD-4 and photo 
interpretation functiona aaaigmd to NPIC undar NSClD-S 
ahoidd not be tranaferred to MJStlC , ) 
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!»•* Til* iwsalMU’tey Mmi ^ 9i CmAIC 

Im bx‘«sii4*a»4 «t>4 «Cl^i^ptlMsa»4 t» li# to tlu4 

of JAW^K M Idtof Q ^IC nvlli ottobliiih r«^irer3Mat« lor 
colSoctioof fem fixtt mm rmA tiw ooil#cli«»i prodoiit» smd 
tmmmmA tlio roo#«.rcb tugipogt r«^oifo4 to .foiHU ttt 
mift«UN3t« 

e« rb« ciMilrnsft&oMp ol Hmt •ab«^o4 C N^ilC b« 
to «» oiti&ml of tiM CtA oimli Itavo troosi^ 
fovrod to bio ii4i»iiii«trMjhr« coatroi oU oIoomn^o <cd CIA 
eoooorm'sl witli Um rooc^trcii oaHi j^oouottoa of otioolUo ood 
»pmcm itdoUlfOoeo, 



Zt ftaco tiWM rooosr^i^ioadotiono or* tetor4o|30bilina£ oad 
)iii^porttei^« It i« otooatial UmiI timj bo &«k^(*d in toto 
mid -oot iNirtiotty* 


25X1 
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SUSfECf : 



4« Oi«r ftfit i» tiMi* * 


fin4 Spm€» C«,^t Im tia* 
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SUBJECT; mMd -pui;® ^ 

uel«a«« ^«Uig«a«« Af«»cy. U thU of tea^O»«tbtt4ty 

Wfer6^ :i»«t «i altearwito co«r»«r, though Ja»» attiruotiv#, 

would l»« to ^ ordor to 25X1 

eaei»i^pa«« h^s0i fluids* 

Kgcon>m»aduttew i«b» Th« au^sar itttslligeiics »p«rstio« 
hss rua smocdhiy bscsusu broad c<mi4irjii*iity rsof^msibility fw tbe 

coordlualiou and ths syttthssis of tetelUgsoos rossarch was wstod 

, 25X1 

W JAEIC* 

I 

j ths othsr hsAdt Ci^viAlC 

I 

opsratloas haw bastt sooMiwhat llmlN^ by th« raliKJtaata of th« 
membar ageuciss to rocogaias tta prismcy. Thus, it has *M>t h«#a 
gble to axerclsa eJXoctlw guidance aa4 dtr«ctl«« toward th« 
collei^tioo machaalsma ^^Icb wtt-xm s«®»p®sad to serro it, iioxrce, 

our rocommor^latioo Is that G/.';Al€ s^rstiesas be rt-re^l^hejuad 

I I 25X1 

j»o tluit it will ftmetloo i» relsttoa to mISTIC 

25X1 

'S, Beco mttiendattoa i»C, ihe chair saa'aahip gX J'Af- IC has 
always bean held wlthtik ClA and this has prosidsd the Dt I with a 
dirsiEt co«isrta»d link for aaarcisiag his coordiaatlag respoaslblllty 

5 
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SfMMSc liEtl«Uigca.c« 

m Shi# k#y ustfeoil f Marttwr, «# mgali, 

th# Ims lk)#4 • r«M«rcK 

gro«t|» to Half ftoiq^wi tHidtr tk# 4lY««t: ahtliwplly el 

cfcairmaa* i» ^AlC, an tl« letitor IiihmI« k## IumI 4«jNi»4 tot 
r«#®atcii «n toe wfll<tt|p»«»a #rf It# to 

pr«vi<to tk«## Mirric*#, 

f. witolft ClA, le# OMclamr tntoUff^ac# i# 

«##ig]|#4 #«l#ty to to# In mifttt# totollt|^a##» iMhwnrvtr, 

t'«tfp<lii#{hl1ity l» «litrf4«4 AS^/U and A0/Eiu Thu#, to or4«r 

i« •tftamilj## to# m#eliMAlam and inafca if. compatalil# to tli# attclear 
a^uatidtt. mm at# thM ilm CIA iatolllciette t»#«ar«& 

pt#4tKtto# taapoaalbilHy t# «iii#U« aad -siMte# b« eeattalitod 
»# at# to to# ftMcltot f k:l4, B#eaa#« «f to# t#cl#toc.al nstot# 
of tlto pjttwMmmm tov^vod to tol#«tl« tot«Usf#m, mm tbat 

toU raapoMtoaUy logically fail# to 

25X1 

virn &' m.T scovilli:* jte, 

Diroctot 

icftodtfic i«#«Uig##c# 

k 
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ifl. 33, 


17 Mtmw 196e 

mit lUnwtor of Canty*! liitelli^ae® 

s MlEaila i-ipace IntelHipraea ^^«n«ijeisent 




^topwanan^ Smm Subject '^rm r»r* scovUla 
to lew (Attaobod) \ o ^ 


C ^ 


!. I coaettr la the intra-agiwaBj prqpoaals put farwart hy Ijy, 
Scoyille, but I do aot boXlova they wlllj by esty aeana* provide • cure- 
ail for our probloaw ia the saissUe Infonaatioa coIXeotioa field. 

'.<« auat War ia lalacl that the coiloctioa activities related to adssilas 
are far jaore heterogeneous than those focused m stooic tests sad aesi^' 
sHore Errata cewssaeJs et cetera iavolvtjd ia the foraer than la 
the Ist^r c*ae. 

d. I ^^haticeUy disagree •^^ith the secc^ clause of paragraph le 
idiich VFould feraasfar all intelligence on nlssile reeearch and produe- 
tioa to a 8ii%l® control within CIA. I do not propose to argue the 
point here fully, but laorely to it«ord wy strong view that unless 
there ia a co^lete iworganirafeloa of the eleaente of the a gency, 
it ivou!- !“c ill-advised to put tim teohaical.Ti sad 1> aspects of 'Missile 
intelligence iimr in CX>I under C2it aanag«seot ant: equally ill*«rivised 
to do the ctatverre. lioW' that vre ar.*5 f>21 in the saw bulldijig, an easy 
^tcrcliSft;© of mterial, idear ai^ seal— finished research is convenient. 
m should, as a practical proposition, be able to at hievc all the real 
benefits of coaaolldatioa without disrupting the fundajaentjil allocation 
of responsibility that nenr prevails. 

3. 5:r. ScovilLe says in his parwiprsph 2 tliat all hir. recesaaeada- 

tions are iatewiependent and should, therefore, be adt^ted ia total 
or not at Be has stated to met that this statmaent does not ac^ly 

to the intra-egcncy proposal he miie and wiist he ia talMr^g about is 
the necesKity for both streri^jtbening the Oulrfed tisclle '.^oenlttee awi 
giving it authority over all aspectet of Ejissile intelligence tlirough- 
out ti^. eoaaantty, 

k» iMs^problea has bcon brtm^t io the atteitioa of the ICirk- 
pa trick Task Force and should, I believe, be considered by then a;id 
dlBcuased between then. Dr, :covlile and ny»elf as their dellb'Crfitiona 
proceed. , ^ , 


Beputy Director (Intc.HlgfiUce) 
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fZ. 


MEMORANDUM FOR: Director of Central Intelligenco 
SUB J£ CT : Activities of DD/R 







1. Tke DD/R hae been eetabliebed with tbe objective of 
coaeolldating ia a eiagle Agency orgaaUMion the major activities 
involving science and tecbaology. These SitT activities which 
should be considered for inclusion in the DD/R include three 
general types of work: 

a. Research and develqi>meat on technical collectioa 
and data reduction systems; 

b. The production of intelligence on scientific and 
technical capabilities of other countries; 

c. The conduct of aU operations using technical collection 
methods and of SfcT c^erations using classical agent techniques. 

NOTE; Since the DD/P has the responsibility for the conduct 
of claadestiae operations* and since the tradecraft of classical 
collectioa is highly specialised and avaUable only 
in the DD/P, it is clear that the DD/R should not have the final 
responsibility for SfcT clandestine operations. However, such 
operations have a major technological li^ut. Conversely, it is 
extremely important that aU Agency RfcD be sensttive to cqieratimial 
needs and limitat ions; therefore, one of the most important 
j^oblems in developing an organisation for the DD/R is a delineation 
of the responsibilities between the DD/R and the DO/P which will 
ensure the closest integration of the activities of the two organisa- 


2. In reviewing the various Agency activities 'v^ich might be 
considered for incorporation la the DD/R, the following organizations 

have been considered and their relationship to the DD/R is discussed 
below. 
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** Proj»ct« Diviiiom » DD/P jPPB) . til© 

•pecUl proj«cts »ctlviti©« of dpd shoidd »»• incorporated in 
tk© DB/E. but tbe air support oparatioaa should tie split off 
and assignad to th« DD/P. The responsibility oi‘ ^e BD/R 
for the fecial pro|ects activities should, becaush of the 
specialised nature of the activities, extend aU the way from 
fbe initial research through procurement and Such operations 
as mny be deemed deeirable for the Agency to conduct, using 
the BD/P Mily for such Unieon end st^portlng nctiyitiee ns 
may be neceseary at overseas stations. Past experience with 
the lJ-2 and ether develepmeats has shown the tremendoue 
gains which come from this integrated effort on each highly 
sophieticnted projects. Since It ie undesirable to have two 
Agency air operations centers. It is believed that a single 
cesder should be established to serve both the BB/P and the 
DB/R neede. probablir under DD/R cdidrol. The detailed 
assignment of the present DPD functions was prepared by 
Mr. BisseU. is agreed to by the DB/R and BD/P and is 
appended as Annex A. 


f •chnicnl Servic es Division - BD/P ITSDl. With th« 
*=**^»‘* epectal projects, TSD c<mducts the majority 
of the BB/P research and development on technical collection 
systems. In nddttion, at the present time TSB is responsible 
for the procurement, supply. Installation and maintsnance of 
such equipment. These geaeraUy fall into two categories: 


d) RliB not in direct support of the DD/P which involves 
a modest amount erf manpower, but a large part of the TSD 
research budget. This effort ie in the development of 

avstems deeianedto^llect ecientificJnteUlaettce. I 25X1 

I " I 

I 

I I 

Such projects invoI^^^ynHrttleWeractloa^» 

operational elements of DD/P. It is believed that this 

ty»«Merred intoto to 
I>B/P having only a minimum responsi- 
bility for station support In the field. 


25X1 
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b«tw«ca the 7«»poaalbilif;ie« o£ PD/E and tiui DD/P 
caa i>« drawa at a aumbar od differei^ atagat la. the cycle» 
bat the folloadag ia propoaad aa appearing the beat method 
o£ achleviag the objectirea Uated above and at the tame time 
prqperly obaervea the baaic reaponaibUitiea o£ the OD/R 
and DD/P. 

(a) The I>X>/R ahoold have the prime reapoaaibility 
for the reaearch and develcqameat Uuroagh the laboratory 
teatlag atage. but* even ia theae phaaea* the operational 
elementa ahoold provide re<|oiremeata and indicate 
operational conatraiirta. They ahoold alao initiate 
operational planning at aa early time in the E&D cycle 
BO aa to he in a poaitien to take fulleat advantage <ik the 
develc^menta underway. 

<b) The JDX>/P ahoold ha'^ prima reaponalbility for 
operational aimulation testing* procoremeiE* production, 
supply* training* field maintenance and operation of the 
equipment. In theae areas* PD/R will provide technical 
assistance, la order to carry out Its responsibility in 
this area* it ia believed desirable for the DD/P to 
establish a technical services unit for both overseas and 
Headquarters activities* the manning of which might be 
carried out by an overfall Agency scientific and techno- 
logical career service (tee paragraph 31 . 
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w aa* periormca a WMjor fttactloa providing Mtiataaco to botli 
tecbaical «ad cUatical ejection acavitle* in tbm form of roqulro- 
ments* g uidaaco nod tcioatific oupport. Eyqxerieace of the paft 
•everal year* has ahoimt tlM importaaee of a close workiag 
relatloaekip betweea the ccHMomer aad the collector if oae l» 
to in^rove the quality of our totelligeace iu the critical techno- 
logical areas. Furthermore, OSI has araUable both internally 
and entemally through its contractor-consultaat relationships 
a scientific maspower pool which should be extremely valuable 
in the critical formative stages of the DD/R. Therefore, although 
the logic of the normal CIA structure involving production elements 
and collection elemei^s in separate c<miponeat8 might place C^I 
in the DO/1, it is believed that, at least initially, OSI should be 
placed In the DD/R in much the same way that the scientific 
elements of Development Projects Division and Technical Services 
Division are placed in the DD/R rather than in the OD/P. If this 
transfer Is made, it is essential, however, that <3Sl continue to 
place its major effort in support of the DD/I needs for scientific 
intelllgencefor natiom^ estimates, current intelligence and more 
extensive reseaxch products. 


lence Center - 


NPlc carries out research and devel^ment relsted to the 
exploitation of photographic materials obtaiaed primarily as a 
result of various DPD or related military service projects. Much 
of thtc work ie of an engineering nature directly associated with 
the procurement specific items of equ4>ment for processing the 
collected material. Such developmental work ehould not be 
separated from the NPIC itself. Other R&D, however, is aimsd 
at deimloping sol^ions to longer range photo interpretation 
problems and not necessarily directly associated with the specific 
operations underway. It is possibls that this more basic research 
should eventuaUy bs transferred to the DD/R. but no recommenda- 
ticm on this win be made uatU a later date. In any case, it is 
essential that very close working relatione be maintained between 
HTPIC and DD/R, particularly with the special projects activities 
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U ord«r to •Mor* thM tlio oxploitation capobUity ia compatlbU 
witk tko coUoctio» ayatoma becoming available. 


Automatic Data Procaaefatg Stag ■ DD/S (ADPS). The 
ADPS ie reapoaaible for atalf ati^port to tke varioaa Agency 
programa utUiaiag automatic data proeeaaiag ayatema. Botb 
the DP/P and the DP/S have or will bave in procurement 
ayatema wbicb are beyond tbe RItP atage and aboald not incur 
any reaponaibUity of tbe PP/R. tke primary problem in tke 
Agency at tke momeid ia kow to apply already exieting com* 
pmer e^ttipmeid. It ia, tkerefore, recommended tkat tkia 
activity not be aaaigned to the Dd/e; kowever, it ia conceivable 
tkat ia tke future it will be neceaaary for tke PD/R to undertake 
RAD of a new computer teckni^ue to aatiafy a apeciflc need. 


g* Pp/P Scientific and technical CoUectiea. tke PD/F 
* major reaponaibUity for tke collection of Skt intelligence 
by meaaa other than technical methoda. At tke preaent time 


l/«r*gr*pn i oetow}. The DD/R, through ita OSI 
component, muat aleo work very cloaely with tke DP/P in 
providing re^ulremeata, technical gid^danca and aaeiatance to 
tkeae operationa. 


A gency Reaearck Componenta . Other Agency 
con^onenta may have email RkP programa to auit their i^ecific 
needa. these activities will be studied to determine u^ether 
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thmf iavolT* •r could profit by coBOOlidottoa io tbe 

proooiit ovor-oU Agoiicy roooarcli program oader tfco DD/E. 

3< Coroor Moautgomoat of SIcT Poroiwwl 

«. 71i« Agoocy a»«d« ^oalifiod SAT poroonaol la many of 
ito cimqpOBoato aad tliooo poroooaol aorro In a variety of wayo* 
inclndii^ ecleatifie inlelligeace prodnetlmi* reeearcii» applied 
engineering* reeeareii and develi^meat* and ecientifie intelligence 
coUeetlon operatiene. Thm beUc cd tiieee pereonadi are preaei^ly 
need in Ofitice of Scientific biteUigence* Teebaical Servieee 
Divieios* Developiiient Prejoete Dlvieic»i« Office oi Communicationt. 
and ae SM case o&icere for the varione area divieione and ataffe 
of DD/P. 


b. To achieve the moat inactive reanlta la thia idtort*aepplyi 
highly con^etitive field* it ia recommended that aome proviaion 
be eatabliahed to d^ect an integrated prc^ram that would includo 
Uiitial aoloctiott* recruitment* placement* training and continued 
development from n caroor atan%oint« The objectivee of auch a 
program ahould bo getting the right tatoada* knoudadgoa and aptl- 
tudoa brought into the Agency* wd aubae^uoatly to got thoao 
%ualitioa offoetively developed and placed aecordiim to the need# 
of the orgaaiai^iaai. 


c. Perhapo the beat approach would come from placing each 
a program im tho ha»fa of the largeat SIrT cen^oneat anch na tha 
new DO/R, lettUg aU SfcT peraonnel be aaaigaed to thia career 
acrvice. Thia central body wouUi perform all of the fomstiona of 
peracmael management* and atalf, aa requeated* the S&T needa 
of other Agency elementa not contained within the DD/R. Thia 
would havo the advantage of command authority to approach every 
atep from recruitment to caroor development* thue making it 
poaaUile to gain ^ficieneioa in the reeruttment and training 
proceaaea and the maximum epportunily for developing rounded 
capabilitiea of the maximum arnnber of pottle* includiag getting 
the ‘*right man for the tight job. »» By ao placing reaponalbility, 
expertUe ia all of theao management aapecta could bo developed 
to a degreo highor than in any one of aevorai amaller compcmeata. 
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d. To auppUmeiit ita lateraal ocle&tific capobUitUa, U it 
propoaed that tka Agency davelop an ootaida contract of tba 

type. Sock a cMtract can be major aaaiatanca 


la davaloplag greater Agency ci^abUitiaa in both tka coEection 
and aaalyaia fialda. Tka Office of S giaattf ie intallig«Bc» ia 


Tkia type of aaalataaca ia particularly aaaftil oa a apacial project 
baala wkare one deairea to obtain kigkly qualified aciaatific 
attention to a apecific probiam. It ia nest believed^ kowarar* 
that tkie technique ia a good aubatituta for the devalopmea^ of a 
strong ia-kooae technical capability. Tka use erf sack a contract 
just to circumreiU Ciril Service ragnlatioaa would* in the long 
rua, drive out c£ tke Agency its most qualified people and reduce 
rather than improve its present high standards. 


25X1 


a. Since tke recruitment ef scientific manpower to fUl tke 
wide variety of Agency needs is critical aad urgeid* it la recom- 
mended that aa an initial step attempts be made to obtain on a 
temporary coneultant basis an individual experienced in tke 
recruitment of scientific pereonnel. This individual, whom we 
might borrow from either iadustry or some large university, 
should aurvey the Agency needa for auch indlviduala and develop 
a recruitment program deetgaed to eatiafy theae naeds. It ia 
l^od that during the period tkla program ia baiag developed 
that aomeoae could be recruited to run thia program on a continuing 
« ^ ueceaaary aupportiag organixation both la the 

field and at Headquarter! can be developed. WhUe it ia recognlzad 
that succeaaful recruiting ia dapendent oa the individuaX efforts id 
ma^ peraoaa. it ia not believed that the present rather haphazard 
system xa satisfactory to achieve the high quality manpower which 
thia Agency must have. 


♦x ^ *«*»*»»*Tr. it la recommended that you i^tprove in general 
the following actions. The detaUa of tke various transfers cmi then 
e discussed ^tk tke heads of tke coneponej^s involved. Tke cases 
xtt which reaol^ton cannot be achieved between the DD/R and the 
other components wUl be referred to you for resolution. 
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SECIT 


R«comm<mdation« ; 

». Tlw Special Frojeete componea*« of Develi^ment pyojecte 
Diirieioa be formally traaeforred to Ike OD/B. aa «rf 1 Marcb. 

b. Dlacuaeioae be kelti witk DD/P aad Chief, Technical 
Service# Divieloii relative to: 

(1) The tranefer «€ the and labori^ory teatlag 
cec^oaenta ^ TS!> to the DO/R; 

(21 Tko establiakmeat of a teckaieal eervlces orgaeixation 
witkia the DD/P ueiag the remainder of TSD at a aucleas 
to carry out the operational teetiag, procurement and field 
malMemaace of technical device# to aasiat clandeetine 
e^eratioa#; and 

(3) The development of a working agreement between DO/P 
and OO/R on their varioue responeibilltiee for technical 
cf^ection along the line# di#cu##ed in paragraph 2, b. (2>. 


DD/R Scientific Intelligence be tranaferred to the 

•cia^ific and technical career service under the chair« 
manahfy of the OD/R be eatabllshed to satisfy Agency-wide needs. 

f. Aa ejqfiert consultant on S&T recruitment be immediately 
procured. ' 


Attachment: Aaaex A 
Recommeadidion# in para. 4 APPROVED: 


HERBERT SCOVIOEE, JR., 
Deputy Director 
(Reaearchl 


Director of Central latoDigence 


Date 
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w DD/S 62-0792 


1 March 1962 


MEMORANDUM FOR: 

SUBJECT : 


Chairman 

Reorganization Committee 

Organization of Support to the Clandestine Services 


1. In the early stages of development of the Clandestine Services following 
World War II and prior to the Korean emergency, virtually no trained Support Offi- 
cers, with the exception of some Finance Officers at a few of the larger stations, 
were stationed physically with the Clandestine Services either at headquarters or 
abroad. Support functions were usually performed by Case Officers untrained for 
support responsibilities; obligation records were not properly maintained, supply 
accounting was minimal, and personnel were promoted according to the grade of 
position occupied without competition. As the Agency matured and grew, it became 
necessary to introduce obligation records, to improve accounting for both money 
and property, to provide central procurement of supplies and equipment, to estab- 
lish more formal control over the hiring and promotion of personnel, etc. , and to 
develop a number of other management devices and systems . 

2. Until sometime after the Korean War new employees required to per- 
form support functions in the Clandestine Services were usually assigned immedi- 
ately to the Clandestine Services both at headquarters and abroad with little or no 
training or orientation by Central Support Components in Agency policy, regula- 
tions, and procedures. The requirements generated by the Korean emergency left 
us little choice. The result, however, was less than satisfactory tqthe manage- 
ment of the Clandestine Services and the Agency. During this same period the 
Central Support Offices were expanding in order to cope with their responsibilities; 
the employees hired by these components were also to be relatively ineffective until 
they received both formal and on-the-job training and orientation in the unique re- 
quirements of the Clandestine Services. Throughout this period we were searching 
for a formula which wpuld provide timely and adequate support to the Clandestine 
Services with due recognition for security and compartmentation and at the same 
time best and most economically serve the Agency as a whole. There were those 
who felt strongly that nothing short of a complete Support Organization within the 
Clandestine Services with no outside supervision would be satisfactory. At the 
other extreme were those just as confident that a Central Support Organization 
could do the job. 

3. The system which we have today grew out of certain basic decisions made 
in December of 1951. . Significant excerpts from the minutes of a 10 December 1951 
meeting at which these decisions were made follow: 
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”2, a. The DD/A is in charge of and directly responsible to the 
DCI for all administrative support for the Agency. 

”b. Present administrative support facilities will not be dupli- 
cated at any level for the purpose of providing to the DD/P, or Offices 
under his supervision, separate, independent or semi-independent 
administrative support facilities. " 

^ ^ 4s 4: sfc sfs He 

"3. It shall be the responsibility of the DD/A to determine whether 
the administrative support facilities can adequately support a proposed 
program or project, and when necessary the DD/P or his representative 
shall, in consultation with the DD/A or his representative, modify the 
proposed program to the extent necessary to insure that the program can 
be adequately supported. 

"4. Subject to whatever conditions or limitations the DCI may see 
fit to impose upon a given project or program under the DD/P, the DD/P 
shall have responsibility for its successful implementation and freedom 
to develop the program according to his own judgment, insuring, of 
course, that it is developed in a manner which can be administratively 
supported according to the agreed upon administrative support plan. 

However, the DCI (through the DD/A) reserves the right to inspect and 
audit all programs to insure that they are implemented properly and in 
accordance with approved directives. " 

4. While we might express these principles in slightly different terms today, 
I believe that they have stood the ten -year test reasonably well. Adhering to them, 
we have come to recognize in practice that: 

a. Those services which can be performed most efficiently and 
economically by the Central Support Components without jeopardizing 
security should be and are so performed; (The Development Projects 
Division may be an exception. It does have certain self-contained Sup- 
port Components which parallel in part the Central Support Organiza- 
tion.) 

b. The DD/S and the Heads of the various Support Components 
have staff responsibility for support at all levels and locations of the 
Agency; 

c. The Central Support Components are responsible for hiring, 
training, and supplying Support Specialists to all components at all 
levels at headquarters and in the field. This is most important; 
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d. The DD/P Area Division or comparable Staff Chief is the 
Executive Agent for all CIA activities in his area and, therefore, 
within this area has over-all line respopsibility for all activities , 
including support. In order to discharge this responsibility it is 
essential that he have some specialized support competence in his 
organization and under his command in order to ensure adequate 
and timely support from the Central Support Components in a man- 
ner which will stiU serve the "need-to-know" principle. (This is 
not unlike a military Field Commander who has on his Staff certain 
specialists such as a Finance Officer, Signal Officer, Ordnance Of- 
ficer, etc. , while at the same time drawing a large measure of his 
support from other Seirvice units not a part of his command.) 

5. I believe that our present system of support to the Clandestine Services, 
which we have continued to improve through the past ten years, is now working sat- 
isfactorily and that there is no reason to make radical changes at this time; specifi- 
cally, I believe that it would be most unwise to charge the Central Support Compo- 
nents with functions now recognized as an inherent part of the command responsibil- 
ity of the Agency's Executive Agent in the Clandestine Services, i.e. , the Division 
Chief. Finance, Personnel, Logistics and other Support representatives within Area 
Divisions of the Clandestine Services — by virtue of their proximity to^and specific 
knowledge of an Area Division's projects, overseas stations and particular adminis- 
trative problems — lend a special assistance which would be difficult to duplicate by 
Central Support Components. The workload of the Central Support Components has 
increased tremendpusly during the past several years without a corresponding in- 
crease in personnel. They cotild not assume these additional duties without an in- 
crease. Further, I believe that the principles of good security, compartmentatLon, 
and need-to-know would not be as well served as they are now. 

6. It is my belief that, due to cover and ceiling limitations, Field Station 
Chiefs are inclined to reduce Support Staffs to the bare minimum in order to accom- 
modate the maximum number of Operations and Intelligence Officers within their 
over-all complement, and that there is viilually no possibility of duplication. To 
me, therefore, the problem resolves itself into a question of whether there is unnec- 
essary duplication between the Support Components and the Clandestine Services at 
headquarters. Here the chances for duplication in support functions, except Person- 
nel. Finance, and Logistics, are also very slight. I have been advised that as of 

25X1 


about some reduction, I do not believe that it would be very substantial. 


3- 



Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 



Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


7. In summary, I believe that the present organization, system, and pro- 
cedures for support to the Clandestine Services are sound and are working satisfac- 
torily, and I see nq reason for change at this time. DD/S in consultation with DD/P 
should, of course, continue to make every effort to improve the system and its 
procedures so as to maintain the total number of personnel engaged in support func- 
tions at a minimum . 


L, K. White 
Deputy Director 
(Support) 


cc: DD/P 

SSA-DD/S 
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Deputy Director /Support 


We were generally quite favorably impressed with the caliber 
of the office chiefs of the DD/S area and with the organization and 
work of these offices. We have recommended elsewhere that the 
Office of the Comptroller, the General Counsel, and the Audit Staff 
be transferred out of the DD/S area. 
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r. 3f 


15 January 1962 


MEMORANDUM FOR: Mr. Lyman B. Kirkpatrick, Jr. 


SUBJECT 


: Budgetary Procedure and Accounting Controls 


REFERENCE 


: Memo dtd 13 Jan 62 to L.B. Kirkpatrick via DD/S fr 
Compt, same subject 


Kirk: 


Pursuant to your request I am forwarding the attached 
memorandum from Ed Saunders on 'Taudgetary procedure and accounting con- 
trols. " I think that it can be summarized as follows: 


(1) The Comptroller does not participate in the preparation 
of the DD/P budget prior to its submission to the Bureau of the Budget. 


(2) PRC consideration of coimtry programs and other projects 
is rather perfunctory. 


(3) A substantial part of the DD/P budget, particularly DPD, 
is not considered by the Project Review Committee. 


(4) In many instances DD/P requests for releases from the 
Reserve are not coordinated with the Comptroller prior to approval by the 
Director . 


(5) DD/P liaison with the Bureau of the Budget, and sometimes 
other agencies, is carried on rather extensively without coordination with the 
Comptroller . 


(6) In some cases (Project is a good example) the Direc- 
tor has, for security reasons, made the Area Division Chiefs responsible for 
certifying to the expenditure of funds, and in such cases it is not uncommon to 
find that expenditures are not properly documented or supported. 


I 
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(7) With the exception of cas es in wh ich the Comptroller has 
been excluded from full participation, such as | our controls, account* 

ings and audits are good. Our problems in connection with audit are primarily 
in the field of proprietary projects . We have had considerable difficulty in the 
past, but at the moment we know of only one project | ^not being 

audited on schedule . I reported to the Director on this in July of last year and 
believe that we are about to obtain full agreement to start an audit of this Pro- 
ject in the very near future . 


L. K. White 


1 Att: 

Referenced memorandum 
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MEMORAiroiM FOR: Mr. I(saaan B. Kirkpatrick 


THROUGH 


Deputy Director (Support) 



SUBJ3CT 


Budgetary Procedure and Accounting Controls 


9 ^ 


^ Z. 


1. It is nor imder standing that Mr. McCone i^ined an erroneous 
impression that approximately^ ^of the Agency's funds are 

not under good accoxmting control. This inpression presumably was 
obtained from my briefing on the activities of the Coniptroller ' s Office, 
particularly that part of the briefing which involved an explanation of 
the budgetary procedure. It was pointed out that the Office of the 
Comptroller does not make a detailed review of the estimates submitted 
by the Deputy Director (Plans) nor are any hearings held by the Comptroller 
with components of the Plans Area prior to submission of the estimates 
to the Bureau of the Budget. It was stated that the estimates of the 
Plans Area are included as presented by DD/p. In contrast, Mr. McCone 
was informed that a detailed review is made of the estimates submitted 
by the Deputy Director (intelligence) and the Deputy Director (Support) 
and that hearings axe also held by the Comptroller VTith the Intelligence 
and Support operating components idiere additional Justification and 2 

explanations are given in support of the estima tes. .Also, dtiri ng the 
briefing, it was pointed out that approximately 

Agency funds were expended under the certification of the DC! and, 
coincidentally, the estimat es for the Plans Area on the budget chart 
were in the nel^borhood of I ^ of the totals shown. The 2 

total for the Plans Area, however, proviaes for both ] | 

I \ Another factor which may have contributed 

to a miisunderstandlng was the statement that the PRC only snakes cursory 
review of the over-all totals of the Agency's budget prior to approval by 
the Director. 


2. Due to the fact that the briefing was terminated prior to 
completion, we did not get to discussing disbursing activities and 
accounting controls in any detail. 


3. The following information on the Agency's budgetary and accounting 
controls is submitted in accordance with your request. In addition, I am 
including my comments on certain items. 
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4. BUDGET REVIEW 

a. In late Spring of each calendar year, the Coinptroller ' s 
Office receives Operating Budget Estimates for the succeeding 
fiscal yeeir and Preliminary Estimates for the following budget 
year from all elements of the Agency. The estimates are reviewed 
in considerable detail and hearings are held on all activities in 
the Support and Intelligence Areas. The Plans Area estimates are 
not similarly reviewed. 

b . In the Plans Area an internal nroCTamming cyc le i s_cax ried ^ *- A 
out in which th^ .J iiomptynl 1 erla-j O££±e e dpes not narticinaAeu Kii s 
programming exercise culminates in the submission of Operational 
Programs of each Area Division of DD/p to the Projects Review 
Committee. Summary information is made available to the Comptroller 
whose comments are submitted to the PRC. These coroments call 

attention to over-all trends and related general questions. The 
items contained in the programs are listed in over-^all amounts and 
do not contain much information as to how the amounts were determined. 

The discussion in PRC is usually limited to general policies and, on 
occasion, individual projects are reviewed as to operational value. 

The program of the Develc^ment Projects Division is^reparedjand^ 
s ubB^ireg^“to"-£lie‘'Wrect o r for appr oval ~b y_:g:fe^ D^uty Director (Plans). 
Programs for the staff offices of the Plans Area "are appfoved^y'lEe^^ 

Deputy Director (Plans ) . 

c. The estimates contained in the Operational Programs are 
used by the elements of the Plans Area in preparing their Operating 
Budget and Preliminary Estimates. These estimates, when received 
by the Office of the Comptroller, axe combined >ri.th the estimates 

of the Support and Intelligence Areas into a series of three over-all 
Agency papers prepared for the review of and approval by the PRC and 
the Director. These three papers are: (l) Operating Budget for the 
succeeding fiscal year, (2) Preliminary Estimates for the follov/ing 
budget year, and ( 3 ) Personnel Estimates for the two fiscal years. 

Tlie review by PRC and the Director establishes the over-all funds 
and personnel estimates limitations at the Deputy Directors' level. 

Based on the decision made by the Director, the offices pr^are 
detailed estimates. The Agency's budget is then prepared by the 
Office of the Comptroller and submitted to the Bureau of the Budget. 

d. During the review of the Agency Estimates by the Bureau of 
the Budget, hearings are held on the Plans Area. Bie Comptroller's 
Office assists in defending the estimates to the best of its ability 
>rLthout having the benefit of a detailed review and hearing prior to 
meeting ’sd.th the Bureau of the Budget. 
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e. It is the opinion of the Coniptroller that the budget 
estimates of the Plans Area shoiild be subject to the same review 
as other budget estimates of the Agency with the provision that 
the review of certain sensitive operations will be limited to 
specifically cleared officials in the Office of the Comptroller. 
Ihis is not to suggest that the Coii 5 )troller be placed in the 
position of making operational determinations. 


oi< 


f. Further, it is the opinion of the Comptroller, that PRC 
should devote more time in reviewing and providing program guidance 
affecting budget and financial requirements of the Agency. I 
recommend this approach because I realize that top officials of 
the Agency do not have time to make a detailed budget review. 

It would be more appropriate for a committee headed by the 
Comptroller to make the more detailed review after the Budget 
Division has completed its study and coii 5 )iled estimates. 



25X1 


7. LIAISOIT WIOH OTHSS C30VEEllMaJT AGMCIES 


a. As I have been discussing problem areas in the budgetary and 
financial field, I think it woiild be appropriate to discuss the area of 
liaison with other Government Agencies. According to Agency Regulations, 
the Comptroller has the responsibility for controlling aUL liaison and 
contacts with the Bureau of the Budget. It is not uncommon for the 
Bureau’s Examiners to contact Agency officials and to address mail to 
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them although the first correspondence originated in the Office 
of the Comptroller. At times, the Comptroller has "been Informed 
hy Bureau Examiners of contacts made hy Agency officials and 
decisions reached relative to budgetary and financial matters. 

h. The Cong)troller also has the responsibility of supervising 
all liaison vd.th other Agencies in connection -sri-tli budget and 
finance matters. It is not at all uncommon to receive a call, 
particularly from the Department of Defense, advising that the 
Department has funds available for transfer for a given project 
or purpose and the Comptroller has no knowledge of the activity 
or the transfer of any funds. 

c. Liaison in the budget and financial field, if not fully 
coordinated and controlled, can lead to the making of conflicting 
statements, confusion and embarrassment to the Agency which may 
have a profound effect in obtaining the required funds for Agency 
operations . 

d. A notice or memorandum should be published emphasizing 
the responsibility of the Couptroller in this field. 

8. ACCOUNTING Am COITOROL OF AGMCY FUEDS 

All funds available to the Agency are accounted for and controlled 
in substantial conformance i-Tlth principles prescribed by the General 
Accounting Office. Such funds are identified as vouchered or confidential, 
depending on the purpose for ^diich used, as explained below: 

a. Vouchered Funds 

Funds used for the payment of all claims which because 
of their nature can be overtly identified with the Agency 
are classified as vouchered funds. Such transactions are 
cofrapletely supported by documentation conforming to the 
requirements of the General Accounting Office. All vouchered 
fund transactions are individually approved by authorized 
approving officers of the component responsible therefor, 
audited for correctness before payment, and certified by 
authorized certifying officers prior to being recorded as 
expend!. tures of appropriated funds, and they are subject 
to final audit by the General Accounting Office. These 
transactions do not require certification by the Director. 

25X1 
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d. In siHnmary, all Agency financial transactions are accormted 
for either consistently -with requirements applicable to normal 
Government Agencies or \mder comprehensive procedures established 
vriLthin the Agency for control of confidential funds transactions . 
Thus, accounting techniques are provided for the financial control 
of at 1 activities regardless of sensitivity. 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 




25X1 


Sanitized Copy Approved for Release 


2009/11/03 : CIA-RDP86B00269R00040001 0002-4 






- T - 


25X1 


10. SURVEYS OF ACCOUIOTIIIG MD FimD CONTROLS 


a. In 1954 , \o'^ "the Special Study Groiip 

reviewed, the Agent Cashier procedures and. rendered, the 
following report: 


“In my opinion the procedtires uhich are now 
being used are adequate for the handling and 
safekeeping of agent cashier funds." 

b. Ihe Inspector General made a study in 195T and rendered 

a report to the Director dated 2 October 195T on the cash controls 
of this Office. In his conclusions the IG stated that "the physical 
handling of cash vrithin the Agency is on a sound basis and except 
for human error and occasional lapses of supeirvisory judgnent 
represents no cause for concern." 

c. Ihe controls of cash that were reviewed in those surveys 
have been roaintained and improved. 



d. Also, in the IG study of 1957/ a review ms made of the^ 
over-all control of Agency e:<penditures . Ihe conclusions contained 
in that' study were that eighty-four per cent of Agency expenditures 
in Fiscal Year 1956 were "supported by sotmd financial records and 
accounts, consistent with the best accepted standards of public 
accounting" and that only sixteen per cent of Agency expenditures 
are not as conpletely supported. The report states that for this 
relatively small percentage "the Agency is \miquely dependent upon 
the character and integrity of operating personnel to insirre that 
funds are, in fact, expended for the purposes intended." Since 
this report, the ratio has been improved to the point that the 
Agency’s expenditures for Fiscal Year I 96 I in the first category 
have increased from eighty-four per cent to ninety-one percent 
and the second category has been reduced from sixteen per cent 
to only nine per cent. 


E. R. SAUroiiRS 
Comptroller 
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l®.10RfiiroUt-I FOR: ilr. layman B. Kirkpatrick 
Chairman, IJorking Group 

SUBJECT : Agency Planning Policy and Financial Revieir 


1. Because of the number of persons involved in the various inter- 
related actions and decisions leading to Agency policy and budget prepa- 
ration, coordination at the Agency level is a problem. It is the opinion 
of this Office that the areas of coverage and the tasks to perform are too 
large and complex for assignment to the Project Review Committee as it is 
presently constituted. It is recommended, therefore, that the Project 
Revierr Committee be relieved of its financial and detailed project review 
functions and be reconstituted as a "Policy Review Committee". All of the 
present financial and project review functions together tjith additional 
ones should be assigned to a new group, the "Budget and Financial Advisory 
Committee" . 

2. Briefly, these ttro committees woiiLd perform the folloid.ng functions: 
a. Policy Review Committee 

(1) A continuing review, appraisal, and evaluation of 
Agency performance. 

(2) Review issuances from the President, the National 
Sec^u:ity Council, the Bureau of the Budget, and other 
Government agencies for possible effect on CIA. 

(3) Review and evaluate policy reccamnendations from 
the Deputy Directors for Plans, Intelligence, and Support 
and the Inspector General. 

(4) Prepare Agency policy recommendations for the 
approval of the Director. 

(5) Prepare recommended Planning Guides covering Agency 
objectives, policy, and assumptions. Uhen approved by the 
Director, the Guides vrauld serve as the basis for the develop- 
ment of programs, projects, and activities and related budgets. 
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■fa. Budget and Financial Advisory Coimiiittee 


(1) Reviews all: 

(a) Preliminary Budget estimates. 

(B) Operating Budgets. 

(c) Proposals for releases from the Reserve for 
Contingencies . 

(d) Proposals for major shifts of funds during the 
operating year. 

(e) Project proposals requiring the approval of the 
Director. 

(f) Any other financial matter that requires the 
approval of the Director. 

(2) Hold hearings as required. 

( 3 ) Prepare reports and recommendations to the Director 
concerning budgets and other financial matters. 

(4) Conduct any financial study (review, analysis, 
evaluation, and recommendation) that the Director may 
require . 

Unresolved questions concerning Agency program objectives and policy appli- 
cations that will Be raised during the "Budget and Financial Advisory 
Committee" meetings should Be referred to and resolved By the "Policy Review 
Committee" . 

3 . Drafts setting forth the proposed Committees' functions, congiositlon, 
and procedure in more detail are attached. Although these drafts reflect the 
present organizational structure of the Agency, they can easily Be modified 
to any changes that may occur. 


25X1 

25X1 

Acting Comptroller 


Attachments 

Tab "A" - Policy Review Committee 

Tab "B" — Budget and Financial Advisory Committee 
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POLICY KSVTEt-7 COMCETIEE 

Each Government agency is faced ^rlth making decisions that are of major 
importance from program or activity, economic, and political points of view. 

The first step in the conduct of activities is the determination of policy 
objectives. The process culminates in the allocation of national resources to 
carry out approved programs and projects. The responsibility for the development 
of policy objectives for the Agency is assigaed to the Policy Review Committee. 

Ilembership 

The Policy Review Committee is congosed of the Deputy Director of Central 
Intelligence as Chairman; the D^uty Directors for Plans, Intelligence, and 
Support and the Inspector General as voting members; and the General Counsel 
and the CoEiptroller as advisory members. The Committee can designate additional 
advisory members as required. Uie Coimnittee appoints an Agency Officer as 
Secretary. 

Functions 

The Policy Review/ Committee perfomis a continuing appraisal and evaluation 
of Agency programs and activities in the li^t of resources available and the 
broad national security policies and objectives proposed by the National Security 
Council and approved by the President, The Committee recommends to the Director 
Planning Guide papers covering objectives, policy, and assumptions. 

Procedure 

GSie Committee prepares at least tvo Planning Guides each fiscal year. The 
main purpose of the first guide issued by 1 December, is to provide objectives. 
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policy, and assumption guidance for use in preparing Agency programs and 
preliminary budget requirements for the fiscal year beginning approximately 
ei^teen months hence aud for long-range forecasts for successive fiscal years. 

The second guide is issued by 1 April to provide guidance for the preparation 
of Operating Budgets for the fiscal year beginning three months hence and to 
revise the preliminary estimates guide to the extent necessary. Amendments to 
Planning Guides are Issued as required to provide for changes in Agency objectives 
and policy dictated by changes in national objectives and policy. 

Issuances from the President, the National Security Council, the Bureau of 
the Budget, other Government agencies, and recommendations from the Deputy 
Directors for Plans, Intelligence, and Support and the Inspector General, form 
the basis for considerations of the Policy Revleu Committee. Meetings are 
called by the Chairman. Materials for consideration shovild be in the hands of 
members at least five ( 5 ) vork days before scheduled meetings. Urgent cases 
requiring an emergency meeting can be provided for in a shorter period. 

Although no transcript is made of meetings, the Secretary summarizes the 
proceedings and pr^ares drafts of Planning Guide papers. Final papers recom- 
mended to the Director are signed by the Chairman on behalf of the Committee. 
Dlssenter(s) from the recommended paper prepare and sign any minority reports. 

Planning Guide Authority 

Approved Planning Guides are issued to the Deputy Mrectors of major 
components and form the basis for all Agency activities and the development of 
financial requirements. The D^uty Directors develop additional detailed 
objectives, policies, and asstunptions that may be required to assist the offices 
\mder their j-urisdiction. 
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BUDGET AMD EIIIANCIAL ADVISORY COIMITTEE 

Because of the number of persons involved in preparing and executing a 
budget, and the various interrelated actions and decisions, coordination at 
the Agency level becomes a problem. A hi^ level committee is required to 
review and evaluate budget requests and other financial matters and to make 
recommendations to the Director. This ccaumittee serves in an advisory capacity 
and does not take final action. Thus, its revie^r can be impartial and objective 
and its recommendations can be directed to^jard secxiring decisions that reflect 
the most effective, efficient, and economical use of Agency resources. 

Membership 

The Budget and financial Advisory Committee is chaired by the Comptroller. 

The Comptroller is responsible for advising on the financial implications of all 
program proposals. The Comptroller also provides for the administrative and 
technical needs of the Advisory Committee. These needs are such as arranging 
for hearings; providing agenda, secretarial, and technical assistance; and the 
preparation of reports and recommendations to the Director. Members of the 
Committee are high level Operating Officials representing the major programs of 
the Agency. Membership, other than the Cheiirman, is not fixed by position but 
remains flexible to provide for shifts in program emphasis. The Committee is not 
too large so as to make the conduct of meetings un\reidly, nor is it too smeill so 
as to prevent adequate coverage. Under the present Agency organizational structure, 
the best approach to membership is to have the Deputy Directors of the three major 
coD5)onents nominate a high level representative and the Deputy Director of the 
Agency nominate one to represent general Agency management and program in the 
Director’s area. All nominations must be approved by the Director. 
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Functions 


The Budget and Financial Advisory Committee performs the foUo^/ing functions; 

a. Reviews all: 

(1) Preliminary budget estimates. 

(2) Operating budgets. 

(3) Proposals for releases from the Reserve for Contingencies. 

( 4 ) Proposals for major shifts of funds during the operating year. 

(5) Project proposals requiring the approval of the Director. 

( 6 ) Any other financial matter that requires the approval of the 

Director . 

b. Holds hearings as required. 

c. Submits reports and recommendations to the Director. 

d. llakes any other financial study (review, analysis, evaluation, and 

recommendation) as the Director may require. 

Procedure 

Committee meetings are arranged by the Comptroller. All material necessary 
for a meeting should be in the hands of Committee members at least five (5) trork 
days before scheduled meetings. Urgent cases requiring an emergency meeting can 
be provided for in a shorter period. 

liaterials for Committee meetings axe determined by the requirements of the 
Committee members. In general, analyses prepared by the Budget Division, Office 
of the Comptroller, form the basis for discussion. The Committee can call on any 
Office for any technical assistance deemed necessary. 

Meetings are informal. Although no transcript is made of meetings and 
hearings, the Comptroller provides a secretary to the Committee to summarize 
proceedings and to prepare the required reports. 
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The reports and recommendations reflect the majority opinion; minority 
opinions can he submitted but are the responsibility of the minority. All 
reports and recommendations must be submitted in inriting and signed by the 
Chairman on behalf of the majority; minority opinions are signed by the 
dissenter(3) . 
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SECRET 


USIB-M-193 
5 January 1962 


UNITED STATES INTELLIGENCE BOARD 

Minutes of 

One -hundred-" ninety-third Meeting 
United States Intelligence Board 
USES Conference Room 

Central Intelligence Agency, at 1030 hours, 5 January 1962 

Director of Central Intelligence 
John A. McCone 
Presiding 

MEMBERS PRESENT 

Mr. Robert Amory, Jr., acting for Deputy Director of Ceiitral Intelligence 
Mr. Roger Hilsman, Director of Intelligence and Research, Department of 
State 

acting for Director, Defense Intelligence 25X1 

Agency 

Major General Alva R. Fitch, Assistant Chief of Staff for Intelligence, 

Department of the Army 

Rear Admiral Vernon L. Lowrance, Assistant Chief of Naval Operations 
(Intelligence), Department of the Navy 

Major General Robert A. Breitweiser, Assistant Chief of Staff, Intelligence, 
United States Air Force 

^ ] acting for Director, National Security Agency 25X1 

Major General Richard Collins, Director for Intelligence, Joint Staff 
Mr. Harry S. Traynor, Atomic Energy Commission representative to USIB 
Mr. Alan Belmont, acting for Federal Bureau of Investigation representative 
to USIB 


SECRET 
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, SECRET 


USIB-M-193 
5 January 1962 

1 . Approval of Minutes 
28 December Meeting 
(USIB-M-192, including Annex 
distributed through special 
channels) 

Approved as circulated, including the Special Annex. 

25X1 

2. Initiation of Estimate 


which had been requested by the State Department. The Board concurred 
in the initiation of this estimate. 

3. Situation Review 

a. Watch Committee Report 
No. 596 


Noted. 

b. Watch Committee Report 
No. 595 


Noted. 

c. Weekly Survey of Cold War 
Crisis Situations (No. 1-62 ) 

Approved as amended. 

4. Statement on Establishment 
of Working Group 

Mr. McCone noted that in order to carry out the mandate of the 
President with respect to the questions of organization of the intelligence 
community and the CIA he had established a small group to work with him 
in studying these problems. 

- 2 - 
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USIB-M-193 
5 January 1962 


He had relieved the Inspector General of CIA, Mr. Lyman B. 
Kirkpatrick, Jr. , of his responsibilities as Inspector General for 
approximately a 90-day period in order to work full time on this project. 

To assist Mr. Kirkpatrick, he had been fortunate in obtaining the assistance 
of General Cortlandt Schuyler, USA, Ret. , and Mr. J. Patrick Coyne, 
Executive Secretary of the President's Foreign Intelligence Advisory Board. 
Mr. McCone noted that, in the course of their study of these problems, this 
group may wish to discuss pertinent matters with representatives of the 
various Board departments and agencies. 
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SECRET 


USIB-M-193 
5 January 1962 


Release of NIE 29» 3-61 
The Outlook for Cyprus 
(Memorandum for USIB, 3 January) 



Collection of Intelligence 
on Albania 


Mr. Hilsman referred to messages which had been sent by the 
Department of State to various diplomatic posts abroad, emphasizing the 
need for additional information on Albania, and to other steps taken to 
increase intelligence coverage of that country. However, he indicated 
his continuing concern with this problem, despite some improvement in 
the U. S. intelligence collection capability with respect to that area. After 


*This Post-Mortem, as approved by the Board, will be circulated as 
, USIB-D-15. 2/79, Final, 5 January 1962. 
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SECRET 


USIB-M-193 
5 January 1962 

a general discussion the members, concurred in the view that the relevant 
Board agencies should check further into the present status of, and attempt 
to augment their respective intelligence collection efforts on, Albania, as 
appropriate. 

I 25X1 


Adjournment: 1150 


25X1 


Executive Secretary 
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‘ C'ONFIDENTIAL. 


ORGANIZATION 


25X1 

5 December 1961 


1. I am establishing a small working group to study the 

organizational structure of the Agency, the scope of its activi- 
ties, the inter-relationship of the Agency and the intelligence 
community, and various aspects of the organization of the 
intelligence community as a whole. I have asked the Inspector 
General, Mr. Lyman B. Kirkpatrick, Jr., to chair this working 
group. 25X1 

2. For the duration of this working group, 
is named Acting Inspector General. 


3. Mr. Kirkpatrick will continue to give guidance and general 
supervision to the Legislative Counsel on my behalf. 

4. Mr. Kirkpatrick will continue to have the responsibility 
for monitoring all liaison with the President's Foreign Intelligence 
Advisory Board. 





HN A. Me CONE 
r of Central Intelligence 
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CONFIDENTIAL 


ORGANIZATION 


25X1 

14 F ebruary 1962 


1. Effective 17 February 1962, Mr. Richard Helms is 
appointed Deputy Director (Plans) vice Mr. Richard Bissell who 
has submitted his resignation. 

2. The organization of the DD/P is currently being 
studied and certain changes are contemplated. There will be 
created a Deputy Director for Research and Development and 
certain of the Research and Development functions now 
administered by the Deputy Director (Plans) will be transferred 
to that Deputy. 

3. Additional announcements will be made in the near 

future. 
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ORGANIZATION 


25X1 

16 February 1962 


1. There is established effective 19 Febrviary 1962 
the Office of Deputy Director for Research, Certain of the 
activities of the Development Projects Division, DD/P, will 
also be transferred to DD/R. In the interest of strengthening 
the Agency's technical and scientific capabilities by centralizing 
such effort in one division, other activities in Research and 
Development will be placed xmder DD/R as appropriate. 

2. Effective 19 February 1962, Dr. Herbert Scoville, Jr. , 
is appointed Deputy Director (Research). 

3. Dr. Scoville will continue to act as Assistajnt Director 
for Scientific Intelligence. 



DISTRIBUTION: AB 
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C-O-N-F-I-D-E-N-T-I-A-L 


This Notice Expires 1 J;ily 1962 


ORGANIZATION 


20 March 1962 


ANNOUNCEMENT OF ORGANIZATIONAL CHANGES 


The following Organizational changes are effective 1 April 1962. 


1. The Deputy Director (Support) is relieved of the responsibili- 
ties prescribed in for directing and coordinating the activi- 

ties of the General Counsel, the Audit Staff, and the Comptroller. 


2. The Inspector General is established as a separate component 
reporting to the Office of the Director. He will assume responsibility 
for coordinating and directing the activities of the Audit Staff and is 
relieved of his responsibility for providing general guidance and super- 
vision to the Legislative Counsel. 


3. The General Counsel will report to the Office of the Director 
and will assume responsibility for general guidance and supervision 
of the Legislative Counsel. 


4. The Comptroller will report to the Office of the Director. 


5. For purposes of this notice and related organizational matters, 
the Office of the Director includes the Office of the Deputy Director of 
Central Intelligence and other executive responsibilities assigned to 
that office. 


ohn A. McCone 


Director of Central Intelligence 


DISTRIBUTION: AB 
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ORGANIZATION 


25X1 

2 


DELEGATION OF AUTHORITY 

I hereby delegate to the Deputy Director of Central Intelligence 
all authorities vested in me by law or by virtue of my position as 
Director of Central Intelligence and head of the Central Intelligence 
Agency, including, but not limited to, the certification authority 
set forth In section 8(b) of the Central Intelligence Agency Act of 
19 ^ 9 ^ 8-s amended, except for any authorities the delegation of which 
is prohibited by law. 

All other delegations of authority currently in force remain 
valid to the extent they are not inconsistent with this delegation. 


DISTRIBUTION: A 
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V. 


C-O-N-F-I-D-E-N-T-I-A-L 


This Notice Expires 1 July 1962 


PERSONNEL 


20 March 1962 

ANNOUNCEMENT OF ASSIGNMENT TO KEY POSITION 
OFFICE OF THE COMPTROLLER 


25X1 


1. Last Fall Mr. Edward R. Saunders, Comptroller, made 
plans to retire from the Federal Service sometime during 1962. In 
early February he was involved in an automobile accident and suf- 
fered serious injuries from which he is still recovering. Inasmuch 
as the date on which he might be well enough to return to full duty 
status is uncertain, he has applied for retirement to be effective at 

an indefinite future date but not later than the expiration of his accrued 
sick leave. 

2. Effective 1 April 1962, Mr. Saunders is relieved of his responsi- 
bilities and Mr. John A. Bross is appointed Comptroller. 

3. In making this appointment you are advised that the responsi- 
bilities of the Comptroller are to be substantially expanded, details of 
which will be published later. 



Director Central Intelligence 
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V, 


(This notice is NOT to he filed in Agency- 
manuals. Please destroy after reading.) 




3 April 1962 


STATl 


ANNOUNCEMENT OF ASSIGNMENT TO KEY POSITION 
DEPUTY DIRECTOR OF CENTRAL INTELLIGENCE 


Having been duly appointed and sworn^ Lieutenant General Marshall 
Sylvester Carter, USA, assumed his duties as Deputy Director of 
Central Intelligence effective this date. 



DISTRIKJTiaN: AB 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 

A A U/. 


\V ' 


20 Februuiify 1962 


memorandum for the EECORD 


1. The Bireciot had lunch on 20 February 1962 with 
Meaere. David Bell and Elmer Staate, Director and Deputy Director 
of the Bureau of the Budget reepectively» during which a lengthy 
discoeeion wa# held on the propoaed organisational ehangei to be 
^de in the Central Intelligeaee Agency. Both Meeere. Bell and 
staate expressed enthusiastic satisfaction with the changes to be made. 

2. The Director advised that the selection of the Deputy at the 

moment is unresolved. ^ 


ceeutive 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 



Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 

UJ. 


February 14, 1962 


MEMORANDUM FOR: Mr, Kirkpatrick 


I have advised Mr. Bell, Director of the Budget, that we 
were rapidly crystalizing views on organization, and asked if he 
wished to comment. He expressed great interest, but did not 
express a desire to indicate approval before changes are made. 

I therefore plan to meet with him after my return from 
Europe if I go). However, I did state as an interim measure that 
you and/or Mr. Coyne discuss plans briefly with Mr. Macy, or 
his successor. This I would hope could be done this week. ’ 


John A. McCone 
Director 


cc: General Schuyler 
Mr. Coyne 
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DEPAf?TMENT OF STATE 


THE DIRECTOR OF INTELLIGENCE AND RESEARCH 

WAS H I N GTO N 


f IB 1 6 

SECRET 


MEMORAHDOM FOR: Mr. Lyman B. Kirkpatrick 

Office of the Director 
Central Intelligence Agency 

SUBJEXJT: IRR Proposal for Cold War Survey 


I promised to send you a copy of our original proposal made last 
summer to handle the cold war survey problem* This propossQ.^ which 
I raised at the IB IB meeting on Jxay 25, I961, is attached. In es- 
sence, it suggests that the CIB mechanism, with some modification, would 
be the best way to handle "cold war" items. 

Our proposal opposed the idea for meeting the requirement for 
early warning of cold War crisis situations by setting up a new 
mechanism. Ovir view did not prevail and, as you know, CIA/ORE ac- 
quired responsibility for production of the "Weekly Survey of Cold War 
Crisis Situations". 

We still believe that otjt proposal has much to be said for it. 

We still feel that a special mechanism to keep an eye on critical 
situations is unnecessary and that the CIB procediire with some neces- 
sary modifications could more effectively accomplish the same thing* 

We still believe, as we did last summer, that this proposition is true 
paly if the CIB mec h a ni sm is modified to provide both for a wider range 
of speculation by the USIB member agency responsible for the type of 
information in question and for an uninhibited opportunity for dissent 
by the other IBIB agencies. Given these adjustments, the CIB mechanism 
is more likely to provide meaningful early warning of critical changes 
in sitxiations* In this connection the desirability of in^roved com- 
munications between the widely dispersed intelligence agencies remains 
self-evident. 



Enclosure : 
As noted. 
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, SECRET 


July 25, 1961 
LIMITED DISTRIBUTION 


deparH'IEkt of stats 


MEMORANDUM FOR THE UNITED STATES INTELLIGENCE BOARD 

'SUBJECT; Early Waraiag of "Cold War" Crisis Situations 


V Tbs Department of State "believes that a committee mec h a n ism in 

I 

the usual sense vould "be inappropriate for meeting the reqviirement for 
early warning of cold war crisis situations set forth in 
Llr. McGeorge B undy * s memorandum of July 2k- for the Director of Central 
Intelligence (USIB-D-28-Vl)* ^ requirement would best "be met, in 

the Department’s opinion, through a mechanism which would bring the 
existing resources of the Intelligence Community to bear directly, and 
not through a committee, on the problem. 

In this the Itepartment is guided by the following considerations: 

1* At any given moment there may be several situations in the 
world of a critical nature or of a nature which makes their development 
into critical situations on short notice possible; 

2. In recognizing such sibtiauions and assessing their significance 
a wide range of specialized knowledge is often necessary; 

3» To some degree early warning of the type required of necessity 
involves speculative opinion and an effort to develop a unanimous 
community view would tend to inhibit stich speculation. 
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25ie Department "believes that an answer to the problem posed might 
lie in; 

1. Speeding up the flow of c\irrent intelligence items of co mmuni ty 
or national interest among USIB member agencies and from USIB member 
agencies to the White Ho^use; and 

2. Changing the mechanism of the Central Intelligence Bulletin • 

(CIB) to provide for (a) a wider range of speculation by the USIB 
member agency responsible for the type of information in question and 
(b) an uninhibited opportunity for dissent, if desired, by other USIB 
agencies. 

SpecificeOLly, the Department su gg ests that the Intelligence Board 
consider establishing a secure teletype circuit among USIB member agencies 
to be used exclusively for current intelligence reporting and Watch 
Cammittee business. The White House and the national Indications Center 
(NIC) would also be on this circuit. The ISIB agencies would put onto 
this circuit any current intelligence items lying within the field of 
their responsibility or competence which they believed wovild be of 
interest to others. This process wo\ild furnish a timely written record 

i 

f 

of such items and wovild permit distribution to interested officials ! 

i 

within the recipient agencies. The circviit would also furnish a forum | 

for further discussion and dissent. j 

The Department further suggests that the present CIB procedure 
be modified to mahe it a vehicle for the views of the responsible agencies 

SECRET 
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vith opportunities for dissent ejid contrary interpretation by other 
agencies. Toward the end of the day a panel of this new "CIB" — perhaps 
renamed the . "National Intelligence Bulletin" — would meet under Central 
Intelligence Agency chairmanship to select the items that had been on 
the roTind robin current intelligence circuit and to resolve differences 
of view if possible. The UBIB tigency having primary responsibility for 
the type of information in question, however, should have the last word, 
on the drafting of the basic items to go into the Bulletin while other 
agencies would be able to express in their own language dissent or 
differing interpretations of the item in question if they so desired. 

TiViia secure teletype circuit described above could also be used to 
disseminate the conclusions of an emergency Watch Committee session and, ’} 
when appropriate, to formulate such conclusions without a form a l session 
of the Hatch Committee . 

A system of message indicators should be worked out to identify 
Items of critical significance. This system could be used both for 
messages on the current intelligence circuit' and for Items Included in 
'the Bulletin. 


SECRET 
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30 January 1962 


MEMORANDUM FOR THE RECORD 


SUBJECT: Briefing at SAC, Tuesday, January 23 


1. The general review of SAC's intelligence effort raised only a 
few problems for further study. First, there seemed to be some con- 
flicting views between what we heard at NPIC and what we heard at SAC. 
For example, NPIC had stated that there were definitely confirmed SA 3 
sites in the Baltic area and that SAC had agreed to this. SAC classed 
these as "suspect”. Further, Lundahl claimed that he had the best 
equipment while SAC claimed they had better equipment which Lundahl 
did not have. 


2. The principal area for improvement seems to lie in the field of 
estimates. As a result of a lengthy discussion on this subject, it is my 
view that ONE is too wed to certain indicators; e. g. , rail lines, SAM 
sites, etc. The Germans in World War 11 started the V-2 with a com- 
plicated launch system and ended with a very simple truck launch system. 
Further, since the U-2, and with probable knowledge of our satellite 
program, it would appe ar logical for the Russians to try and make their 
launch sites innocuous. Further, there is 

too great a dependence on photography. Great efforts -- and risks should 
be expended to get more collateral. The espionage effort should b© greatly 
accelerated and more emphasis should be put on trying to read all Comint. 
Finally, SAC's views should be solicited on estimates in their field of 
interest prior to DIA completing their draft of the estimate. 


25X1 


Lyman B. Kirkpatrick 
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Briefing Notes for Thursday, 1 February 


1. The first briefing is by Chief of the Audit Staff. 

He is appearing at this time because he is leaving next week on a three 
week trip and we would not get him until after we had been completely 
through the Agency. The Audit Staff is under the Deputy Director for 
Support and is responsible for auditing Agency expenditures and sub- 
mitting copies of the audit report to the DD/S and the IG as well as the 
unit audited. I 


2. The second briefing is by Roger Hilsman, Assistant to the 
Secretary of State for Research and Intelligence. We previously heard 
from Hilsman's deputy, Thomas Hughes. Hilsman has some definite 
views on certain intelligence matters such as the preparation of esti- 
mates, the handling of current intelligence and control over clandestine 
intelligence and covert action. Hilsman was formerly with the Library 
of Congress, once wrote a book on intelligence, and during the war served 
with the OSS 101 Detachment which operated behind Japanese lines in 
Burma. I suggest that the bulk of our time be devoted to his views on 
national estimates, and if there is any time left over, we discuss. the role 
of the intelligence staff in the Department of State. 


3. Sherman Kent, Assistant Director for National Estimates of CIA, 
is scheduled for 2:00 and may consume all afternoon. He has been in the 
hospital and so we have not had a chance to talk to him until now and he 
will be leaving for Florida at the end of the week. Kent has been with the 
Board of Estimates practically since its founding, is a former Yale pro- 
fessor of history who spent a year on the faculty of the National War 
College during which time he wrote the book "Strategic Intelligence". 
More than any one other single individual he is responsible for the esti- 
mative process as it has presently evolved. He is an ardent supporter 
of the estimates being those of the DCI with others dissenting. I would 
suggest that we cover particularly the following: 


a. The feasibility of the military and/or State drafting the 
basic estimate when it lies within their particular field of competence, 
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b. The quality of the 
including the offices of CIA. 


contributions by the various departments 


c. The system whereby JAEIC drafts the basic Atomic Energy 
estimates and differs from the method by which all other estimates are 
prepared. 

d. Why so little of the original contributions ever appear in the 
final versions. 


e. The quality of the personnel on the Board of Estimates. 

f. The advantage of having retired military vs. active military 
on the Board of Estimates. 


g. The desirability of having a Foreign Service officer on the 

Board. 


h. The preciseness of language of estimates. 

i. Whether the Board of Estimates should be directly under 

the DCI. 


more 


j. Whether the current intelligence function should be tied in 
closely or made a part of the estimating function. 


25X1 

Lyman B. Kirkpatrick 
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Briefing Notes for Friday, 2 February 

1. Mr. Richard Helms is the Chief of Operations of the DD/P 
and as such should be the No. 2 man in the Clandestine Services. 
However, in recent years there has been confusion created by the 
fact that an "Assistant DD/P for Covert Operations" was named and 
his responsibilities never clearly defined. Helms is the most ex- 
perienced senior officer in the Clandestine Services at present — 

his work in clandestine intelligence operations dates back to OSS days. 
His only previous working experience before that was as a foreign 
correspondent for the United Press in Germany. I believe that I know 
his work capabilities quite well as he was my deputy when I was Asst. 
Director for Special Operations in 1951 and 1952 and that office ran 
all espionage and counter espionage operations. In my opinion he 
deserves great credit for holding the Clandestine Services together 
during a long period in which the two DD/Ps were poor managers. 

The more that we can draw him out on some of the problems in the 
Clandestine Services, the better picture we will get of the organization's 
capabilities. 

2. Mr. Lloyd George (no relation to the British Prime Minister) 
is Chief of the Foreign Intelligence Staff of the DD/P. His experience 
also dates back to OSS. He has served primarily in the Far East in- 
cluding during World War II and also Chief of the Far Eastern Division 
of OSO. His Foreign Intelligence Staff is charged with developing doc- 
trine and guiding espionage and counter espionage operations. He is a 
careful, cautious, experienced officer. 
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Notes on Working Group Activities -- 28 February - 2 March 1962 


1. Inasmuch as I will have to be absent from approximately 
11 a.m. Wednesday until noon Thursday in order to go to Princeton 
to participate in a panel on careers, I am noting some suggestions 
for discussion on the briefings for this week. 

2. We open with Mr. Sheldon who wants to discuss with us the 
merger of ONE and OCI which he favors, as well as where all of the 
Comint and Elint activities in the Agency should be centralized. Our 
second meeting is with Messrs. Bissell, Cunningham, Helms and 
Scoville and is at the Director's specific request and concerns whether 
DDR&D should operate as well as develop. You will recall that we 
have made some rather specific comments in this regard to Mr. McCone. 

3. At 11 :30 we meet with Tracy Barnes to go into greater detail 

Mr. McCone asked that we examine 25X1 

in some depth Barnes' proposals and this will afford that opportunity. 

4. Inasmuch as Dr. Scoville will be away Thursday and Friday, 
he is scheduled for two hours starting at one o'clock for a wrap up 
discussion of what should go under the Deputy for Research and Develop- 
ment. I understand that there has been some further discussion about 
putting OSI and NPIC under the DDR&D and I strongly recommend that 
we hold the line toward leaving these two offices under the DD/I. 

25X1 


25X1 


25X1 


6. On Thursday, 1 March, the opening session for one hour is 
with Col. Stanley Grogan, whose official title is Special Assistant to 
the DCI, but who actually is the public relations officer of the Agency. 

I am in considerable disagreement with the way the Agency's public 
relations is presently being conducted. We are at this time providing 
background briefings by our area experts to certain newspapermen on 
various foreign areas and foreign subjects. I think it is wrong for 
CIA to do this and that if it is done, it should be done by the Department 


The last session of the day starts at three o'clock with 

on War Plans . Y ou wi ll recall that we saw him very 


briefly in compa ny with 
with his deputy. 


This time he is returning 


and will describe in detail how the 
Agency makes its war plans and how these are meshed with the require- 
ments of the JCS. I believe that it is particularly important to probe 
with both how practical are the JCS requirements and how 

realistic are the CIA replies. 
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of State. Further, there are far too many newspapermen still seeing 
senior CIA executives. CIA senior executives in my opinion should 
have a passion for anonymity. Further, I belie ve you would find it 
interesting to examine the genesis of the book, with particular 

relation to the fact that he was provided with a folder of clippings by 
CIA and had access to Mr. Dulles and perhaps other CIA officials. I 
believe you both know that the President's Board and the White House 
are very much opposed to publicity on the CIA. 


25X1 


7. The second session of the morning is with 
who at present holds the title Executive Officer of the Agency, but who 
in effect runs the secretariat of the PCI's office. Over the last several 


ii-xecutive Kegistry which is supposed to handle all of the material for 
the DCI's office. I wish you would examine this organization of the DCI’s 
office most carefully because I have been so close to it for so many 
years that I may be overly prejudiced about what I feel is a very in- 
efficient organization and operation. It is not at all unusual for my 
office to get five or six calls about one appointment or trying to trace 
carbon copies of one letter, or trying to find some paper which should 
be filed in the Executive Registry. The Executive Registry has never 
been used properly and in fact General Cabell's office used to make a 
joke of the fact that they refused to use it. I neglected to mention at 
the start that in addition to the above there is the DCI's personal security 
staff which goes well beyond security functions and gets into all types of 
administrative arrangements and in my mind only serves to duplicate 
and confuse the above issue. Several years ago the deputies and my- 
self on the Super Grade Board felt so st rongly abou t this that we refused 
to go along with the promotion of one of assistants until it 

was simply made an issue that Mr. Dulles wanted it and therefore the 
promotion was given. It was our opinion that it was not deserved and 
that the DCI's office places a very great burden on the rest of the 
Agency due to its inefficiency. I would suggest examining particularly 
the allocation of responsibilities, the methods of handling corres- 
pondence, the methods of handling memoranda and documents inter- 
nally, and the general knowledge ability about what goes on in the Agency. 

8. At 1 2 o'clock 

I 1 2 

I |of the DD/P, is coming to lunch and talk about the 

work of his staff. It is my understanding that his staff has recently 


25X1 
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their discussion of the support mechanism in the clandestine services. 

10. From 2:30 to 4:00 Col. White will meet with us for a wrap 
up of the DD/S. 

11. From 4 to 5:00 Acting Director of 25X1 

Training, will go over some matters in the training area that we have 

not previously covered, in particular the work of the Assessment and 
Evaluation Staff. 

12. On Friday, 2 March, we open with a session with Lawrence 
Houston, the General Counsel. This is followed by our second ses- 
sion with Angleton, Chief of Cl Staff, to discuss counter espionage, 
and finally our wrap up session with Dick Helms on the DD/P. I 
s'^ggsst that we then devote the last part of Friday to formulating 
our conclusions and recommendations on CIA for Mr. McCone and 

if possible meeting with him on this subject. Then, except for some 
odds and ends we will have completed with the Agency and will be ready 
to move into the intelligence community. 
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A. Director of Central Intelligence 

1. President's personal representative on intelligence. 

2. Member of NSC. 

3. Briefs President and NSC. 

4. Chairman of USIB. 

5. Member of Special Group. 

6. Member of Counter Insurgency Group. 

7. Member of NSC Planning Board. 

8. Briefs Congressional Committees. 
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B. Deputy Director of Central Intelligence 


1. Acts as DCI in the latter's absence. 


2. Coordinates and directs the production of intelligence. 

3. Chairs the Watch Committee. 

4. Insures inter-agency coordination. 

5. CIA member of USIB. 

6. Assists DCI in preparation of intelligence briefings. 

7. Supports DCI in preparation of national estimates and in 
production of national current intelligence. 
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C. Deputy Director: Management 




1. Acts for DDCI in latter's absence. 

2. Chairs Agency Financial Policy Committee. 

3. Chairs Agency Career Council. 

4. Chairs Agency Supergrade Board. 

5. Chairs Agency Publications Board. 

6. Reviews and approves Agency regulations. 

7. Reviews and approves senior Agency assignments. 

8. Reviews and approves external contracts. 

9. Approves Agency travel plans. 

10. Reviews audit and Inspector General reports. 

11. Conducts periodic review of security problems. 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


Sanitized Copy Approved for Release 2009/11/03 : CIA-RDP86B00269R00040001 0002-4 


This was prepared by John A. McCone (DCI) 
(probably about December 1961) and was given to 
Mr. Lyman Kirkpatrick (Chairman of the Kirkpatrkk- 
Schuyler -Coyne Working Group) and represents his 
ideas on the organization of CIA. 
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